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Introduction

The review of the Micro-INSURANCE project implemented by CARE GoG is intended as an overview, an assessment, and guide for future activities. It is based on several visits over the course of the project, most recently between 17 and 22 November 2003. The report follows a prescribed format, provided in the terms of reference for this activity.

This has been an innovative project that has followed the prescribed product development process in exemplary detail, and benefited from this. The lessons learned along the way have been substantial and the most significant are outlined later in the paper. CARE GoG and their insurance, rural bank, and MFI partners have provided an important example for others. This paper is an attempt to convey that example through successes and challenges to help subsequent readers better manage their life microinsurance projects. 

Methodology 

Primary information was gathered from policyholders and non-policyholders to obtain a demand-side perspective of the following areas:

i) Relevance of the project objectives - To clients and to the market
ii) Relevance of the product - To clients and to the market
iii) Product performance - Major influences on product sales, characteristics of policyholders, client satisfaction, marketing performance

Quantitative assessment

Before the arrival of the evaluation team, one hundred, one-page questionnaires were distributed to the seven participating banks to be completed by the cashiers as clients entered the branch. The results informed qualitative assessment carried out by the evaluation team.

Qualitative assessment

Of the seven rural banks (RBs) and microfinance institutions (MFIs)
 that are GLICO agents, the evaluation team visited three. These were Women’s World Banking in Accra (which according to CARE’s data has the poorest performance figures), Agave rural bank in Volta region and Kakum rural bank in Central region (which have the best performance figures).

The sample of key informants was purposefully not selected at random and was not representative of the entire population of either RB and MFI clients, or Anidaso policyholders. Rather the RB or MFI selected respondents in advance, that fitted criteria specified by the evaluation team:

· At least one all-women group

· One non-policyholder group and two policyholder groups

· 6-12 people per group

· Focusing on more remote areas

Women’s World Banking was unable to arrange for groups to meet so the team met with individuals instead.

Individual semi-structured interview and focus group discussion were the main methods of data collection. The interpreter spoke with the groups in their language of choice, which was normally Ewe or Tri.

Hypotheses were developed prior to the fieldwork based on the results of the quantitative survey. Data were analysed by trawling through the field notes and lifting every reference relevant to the hypotheses and placing them in a data analysis table. Given the short time available for this work, it was impossible to disprove the hypotheses, but preliminary findings were established.

Supply side perspectives were obtained through individual and group interviews with management of GLICO, MFIs visited, the advisory committee, and project management.

7. Relevance of Project Objectives 

The original project objective was ‘to contribute to a reduction in low-income Ghanaian households’ vulnerability and exposure to risk by enabling greater access to insurance products’. This section addresses the relevance of the original proposition in relation to the market environment and the people.

7.1. Relevance of the project to clients

To assess the relevance of the objectives to clients it is necessary to understand i) the risks to which they feel the most vulnerable and ii) whether or not low-income people do in fact lack access to insurance products.  

i) Risk

There was a general consensus among clients and non-clients of the microfinance institutions (MFIs) that the three risks to which the household is most vulnerable, in order of importance were i) illness ii) paying for education (particularly in large families) and iii) death (especially following a long illness).  

· Illness is most feared because hospital bills can be a significant and sustained drain on financial resources; it is rarely planned for and also prevents family carers from maximizing their own earning potential. Furthermore, it is rare for the extended family to help with the financial costs associated with illness.  

· Though education costs can be planned for and are therefore not an insurable risk, they were frequently mentioned because of the strain placed on the household and the limited support obtainable from the extended family. There is considerable interest in investment products to mitigate the shock to the household budget of paying school fees.  

· Death was most commonly third on the list of risks because traditionally, the funeral is one area where the extended family can be relied upon to provide financial support, to cover the cost of the funeral. Whilst no one spoke of wishing to have grander funerals some, and particularly the most educated, wanted the costs of their funeral to be kept to a minimum and that financial resources instead be directed to educating surviving offspring.

ii) Access to insurance

Is there a problem with access to life insurance? Out of 57 people interviewed for this evaluation, five (all in the education sector) stated that they had life policies with GLICO’s competitors. None of the self-employed had policies. Moreover, those that didn’t have policies found it difficult to name commercial providers of insurance in their area, which suggests that they are not being targeted by the other companies and may not see themselves as potential customers.  

In summary, though not the most serious risk to households, death of a family member is nonetheless a significant risk and a policy that mitigates the risk appears to be relevant to the Anidaso target group. 

1.2 Relevance of the project in the market context

Policyholders and some non-policyholders were able to name a range of competitors in the insurance market (life and general insurance). There was no discernable pattern in the responses as few were mentioned more than once. The providers included Donewell, Provident, SIC, Unique, GLICO, Ghana Life, Star, and Quality.

What products do they offer? Those working in the education sector who were interviewed had purchased two kinds of products from insurance companies i) A pension product where monthly payments ranged from 20,000 Cedis (SIC US$2.30
) to 50,000 Cedis (GLICO – US$5.75) and ii) An investment plan for education or retirement. An investment policy with Star cost 43,000 Cedis per month (US$4.95) and was intended to pay for secondary education. Provident also had a policy, which the interviewees believed would provide for university education, too. All payments were deducted from salaries at source.

Insurance companies appear to be competing in a fairly saturated and small market for the business of salaried civil servants and private sector employees (some of those interviewed had three life and investment policies already). There was no evidence of insurance companies competing to sell insurance to the self-employed, which is where GLICO could achieve a strong competitive edge.
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In conclusion, the insurance project has identified one of the three key risks that face low-income Ghanaian households and responded to it. Although the Anidaso product isn’t directly helping to mitigate the most important two risks, it remains an attractive product - presumably because it helps policyholders to reduce their overall exposure to risk. Anidaso also appears to be the first commercial insurance product in Ghana that is targeted at the low-income market, providing for access by self-employed people. Thus, the original objective of the project, ‘to contribute to a reduction in low-income Ghanaian households’ vulnerability and exposure to risk by enabling greater access to insurance products’ appears not only relevant but also long past due. However, more work could be done in the future to mitigate the risks to which people feel most vulnerable i.e. health and education. 

8. Relevance of the Partner-Agent Model

The Partner-Agent model, diagram 2-1 below, is one that has gained international respect as an appropriate mechanism for microinsurance delivery to the low-income market. This model calls for an MFI or in the case of Ghana, a Rural Bank, as the agent for a regulated insurer. The insurer can address the technical insurance aspects of the product, while the agent acts as the sales and service interface with the client. Both institutions do what they do best, and the low-income policyholder receives a professional microinsurance product.

Diagram 2-1: The Traditional Partner Agent Model
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The model that CARE is following is shown in Diagram 2-2 with CARE and its Micro-INSURANCE project between the Insurer (GLICO in the case) and the MFIs. Its role has been research and development of the product and the structure in which it is to be offered, as well as to facilitate relationship building between the two organisational types. Initially, the relationships between insurer and MFIs flowed directly through CARE, however, there is an effort to strengthen over time the direct relationships between insurer and MFIs. These relationships are intended to become primary with CARE falling out of the intermediary role completely at the end of the project.
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Diagram 2-2: The CARE Micro-INSURANCE Model

2.1 The Insurance Environment in Ghana

In Ghana the insurance market has been almost completely focused on the upper income market, one in which the majority low-income people cannot access. Even the trade union owned Unique Insurance has focused on the motor third party market rather than the low-income market, the source of much of its membership. This is common internationally. An important difference in Ghana is that there is recognition by insurers that they need to move down market in order to increase the size of their potential market. Indeed at the initial stakeholders workshop for this project, the Commissioner of Insurance stated: “Owing to increased competition, the urban insurance market [in Ghana] is becoming saturated, and as insurers, our best bet in terms of growth opportunities lies in developing new products which can meet the needs of the rural and low-income populations.”

Like many other countries, insurers are interested in moving down market but simply cannot do so efficiently or effectively. If they could find an efficient mechanism to access this large number of potential clients, many would do so. This is shown by the significant response the insurers made to the tender offered by CARE while in search of an insurer for this project. This model can help insurers to access the low-income market in Ghana through MFIs without having to build an expensive infrastructure to manage such business.

2.2 The MFIs
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MFIs in Ghana, as elsewhere, have noted experiencing repayment and other difficulties with clients as a result of insurable events (such as death of a group member or their family members, or health care related problems). In addition, many of these institutions have identified demand from among their clients and their markets. They have indicated that satisfying this demand from their markets will assist them in their growth efforts since insurance product might act as another draw to get new clients.

These MFIs have clearly noted the demand, but they have been unable to respond to that demand because of limitations to their own institutional capacity. Indeed the offer of insurance products by a rural bank or MFI on its own, would pose significant financial, institutional, and legal issues that make such independent provision unattainable for these institutions. 

The skills they do have are related to their ability to work closely with the low-income market in their districts. This is precisely the skill that insurers are lacking. This model allows for mutual synergies between the MFIs and a regulated insurer. Utilising such a linkage allows MFIs to access the insurance products their clients are demanding, while minimising its needs for developing the skill base and legal requirements to offer an insurance product. Additionally, there is no risk to their capital in acting as an agent for an insurer.

2.3 The Insurance Commission

The insurance commission has shown itself as a champion of insurance products for the low-income market. They have actively participated on the CARE Micro-INSURANCE advisory committee. The Commissioner herself has advocated that insurers should be looking down market to both expand their markets and provide access to the majority in Ghana who have traditionally lacked access to formal risk management tools. She has helped guide the process from the legal standpoint – without compromising the integrity of the insurance systems. 

3.
Relevance of the Product 

This section addresses the relevance of the product design to the target group and also makes an analysis of Anidaso as a competitive product in the market.
 

3.1 Relevance to clients

In Table 3-1 below, the product is analysed using the marketing mix framework, which is constructed around the ‘Seven Ps’, product, price, place, promotion, people, process, and physical evidence.  


The Anidaso product has terms and conditions and a price that are appropriate to clients. The product development process has helped GLICO to achieve this. However, Anidaso still needs improvement in the following areas:

· Promotion – A more considered marketing approach developed to support the no-frills, low-margin product. Greater emphasis also needs to be placed on 1) promotional activities that help PIAs to close the sale 2) marketing tools that ensure all PIAs are providing the same information about the product.

· People – PIAs need to be driven by commission and there is an urgent need to improve their knowledge of the product and their sales skills, especially as relate to the skills of closing the sale rather than simply informing clients.

· Process – The account opening process should be made as cheap and efficient as possible. Form filling must also be made more efficient. It is important to ask only the questions that are deemed critical to and in the simplest way possible. This is not only important for clients who may be illiterate, but also for the rural bank staff that must work with them to complete the forms. Unless this is an easy process, it will be difficult to get field staff to help clients, and doing so will be a disincentive to these staff.

· Physical evidence – Low cost materials should be produced and post-purchase meetings organised to help reassure policyholders that they have made a good decision. GLICO needs to make sure that policy certificates are delivered on time, which has not yet been the case.

Table 3-1 – Analysis of the marketing mix

	
	Anidaso characteristics


	Relevance to clients

	Product terms and conditions
	Life cover for individual or immediate family, with additional investment option available
	So far, in the test, the investment rider has proven highly valued and relevant for this illiquidity preferenced market. People note that having a way to secure funds for the long term is a significant benefit to them. Other relevant insurance products that directly assist with health emergencies and non-insurance products that assist with accumulating funds for education would also be relevant for this market. The market notes the importance of additional riders or separate products to cover their parents and in-laws.

	Price
	Low cost product:

7,800 Cedis per month (US$0.90)(principal life only)

12,000 Cedis per month (US$1.40) (principal, spouse and 2 children)

22,000 Cedis per month (US$2.50) (principal, spouse, 2 children and minimum investment)

Each policyholder must open an individual savings account, which requires passport photos and opening fee of between 20,000 and 100,000 Cedis (US$2.30 – 11.50).
	The price is widely agreed to be affordable though people object to having to pay to open a savings account. Some professional Factfinders
 are being forced to buy the insurance when in fact they are only interested in investing.

The account-opening fee is a significant psychological barrier to people purchasing Anidaso, and an incentive at this point to focus on current MFI clients.

	Place
	PIA visits home or work place. Alternatively, clients visit the bank. All policyholders must have set up an individual savings account with the bank.
	That PIAs will visit clients at work or home is appreciated, as it is less disruptive. However, some potential policyholders fail to put aside the time required for the PIA to explain effectively about the product, resulting in poor understanding of the policy. People living far from the bank without an individual savings account are discouraged from buying a policy, as first they must visit the bank to set up an account.

	Promotion
	Presentation by PIAs, launch activities, pamphlets, posters, radio advertising including personal endorsement by radio presenter (At Kakum only), reduction in account opening fee at some branches for those buying Anidaso policy, some t-shirts at the beginning for the first few policyholders.
	Promotional activities are mainly focused on raising awareness but increasing knowledge of the product and encouraging people to buy have been neglected. The product launch increased awareness among people living close to the banks. The radio advert has increased general awareness on a large scale. Pamphlets and posters have had a limited effect in raising awareness of the product and need to be supported by verbal presentations by the PIA to link the product benefits to peoples’ personal circumstances. 

	People
	PIA generally young and from the local area, some have tertiary education. Generally no experience of sales or insurance. Limited understanding of the new product. Limited motivation to sell whilst on a monthly salary with no commission or accountably productivity targets.
	The PIAs are approachable and have a good understanding of the people they are selling to. The information they provide is noted to be helpful.

	Process
	Through group or individual meetings, PIA educates people on the terms of the policy. Potential policyholders must open an account at the bank to be able to take a policy. Further individual meetings are arranged where the PIA fills in the application form for the applicant. More educated people complete the forms themselves. PIA inputs the application onto the computer and sends to GLICO in Accra. In theory, within one month, a policy certificate is given to the policyholder, but in practice, this is taking several months to arrive.
	Clients are satisfied with the process, which is perceived to be straightforward, as it requires limited information from them. They dislike having to be account holders as the process of opening an account is time consuming and expensive, requiring a visit to the bank. The time taken to receive policy certificates is excessive.

	Physical evidence
	Some people have received brochures, but banks have run out of these. The certificate is the main evidence policyholders have to show that they are covered. PIAs dress smartly and present themselves as representatives of the Rural Bank.
	The most powerful physical evidence is the PIA who represents the trusted Rural Bank or MFI. This gives clients some degree of reassurance that the product is genuine and trustworthy.

As this is an intangible product, additional physical evidence is very important to policyholders; they want to have a piece of paper that proves they have a policy. They also need reassurance that their decision to buy was a good one (both in terms of the product they have purchased and the company they have chosen). Currently this is not forthcoming, which helps to reinforce post purchase discomfort. It is important to note that the majority of people would not find it very helpful to receive written information that is rich in text.


3.2 Market relevance

With financial and technical support from CARE, GLICO has been given the opportunity to develop a new product for a new market – an intrinsically risky undertaking. The potential rewards could be substantial as none of GLICO’s competitors are effectively meeting the needs of this sizeable low-income target group, thus a niche exists which should provide the opportunity for securing early market share and establishing a strong brand.

GLICO could achieve strong competitive advantage with this product but has so far failed to do so. This is partly because the draft marketing plan has not provided incisive product marketing guidance e.g. in providing a clear definition of the product as a no-frills cost leader and in defining a balanced marketing mix that reflects this position. Table 3 below shows important areas where GLICO could establish differential advantage in the minds of clients. New entrants will easily copy price and place once they see the market potential, so to achieve a longer-term advantage in the market, GLICO and agents will need to invest in creating a reliable, trusted brand.

Table 3-2: Potential competitive advantage of Anidaso

	Marketing mix
	Potential source of differential advantage


	Value to Client

	Product
	Reliability and trustworthiness
	Fewer problems; peace of mind

	Price
	Low cost, no-frills
	Lower cost of purchase

	Place 
	PIAs are from MFIs
	Convenience and peace of mind

	Promotion
	Hard-hitting creative advertising
	Greater brand awareness

	People
	Well-trained sales force
	Advanced problem solving

	Process
	Quick reliable service

Use of technology


	Lower costs, fewer problems

Lower costs, faster service


Overall, the product is relevant to the market and in time, it could also become very competitive. However, to achieve this the draft marketing plan needs to be developed into a substantial document that will help to drive GLICO to the position of cost leader. 

3.3 Relevance to the Insurer

The Anidaso product fits nicely with the insurer’s product mix, as well as their infrastructural network and their business plans. GLICO management sees the low-income market as a major opportunity for them and have indeed sought other means to support the project in the future as they build to a critical mass. 

3.4 Relevance of Anidaso to International Good Practices

International good practices are just now being researched because of the relative infancy of microinsurance (as a product that goes beyond simple community-based programs). Anidaso combines life insurance with a pension scheme that is relatively unique in microinsurance globally. Because of this, the lessons from Anidaso will prove an important addition to the developing pool of formalised “good” practices and lessons learned, in microinsurance. In addition, GLICO is already considering the inclusion of new riders for the policy that will provide even more risk management options for the low-income market. The aggressiveness of GLICO, coupled with the vast network of MFIs in Ghana, will make this an important product to watch internationally.

4.
Effectiveness of the Implementation Process by CARE Ghana

The Process of Microinsurance Product Development at CARE was a detailed and controlled process with the objective of developing a microinsurance product for the low-income market in Ghana that could be provided through the MFIs. The systematic nature of the process makes this an ideal case study for the development of a life microinsurance product, and should be used as an example for others considering such product development.

4.1 Basics

The idea for the project came about based on problems CARE staff identified within their other microfinance based programs including MicroSmart. They identified insurable events occurring within the rural banks with which the worked, as well as a general corresponding demand for risk mitigation tools from the market. This led to the submission of a proposal to the EDIF, which was approved in August 2001. This section details the process that CARE followed in developing the Anidaso product. A timeline to help keep the process clear is provided below as Table 4-1: Timeline of Key Activities in the CARE GOG micro-INSURANCE Product Development Process.

4.2 Preliminary Activities

Once the grant was signed, the real work began and the first step was to identify a program manager. CARE GoG is structured such that there is a SEAD Coordinator that oversees a range of activities within the small enterprise area. This Coordinator hired a Program Manager to be devoted exclusively and full-time to the Micro-INSURANCE project.

The requirements of the SEAD Coordinator (with respect to this project) would be significant managerial experience, an understanding of the micro market, a basic knowledge of insurance principles and products, and an ability to motivate the program manager and provide practical guidance. This position is actually less important than that of the program manager who will have day-to-day interaction with the various related parties in this project. 

4.2.1 The Program manager

The requirements for the program manager (in some cases recognised as a result of this project) include a strong understanding of insurance principles and processes, experience with microfinance and microfinance clients, training skills, marketing savvy, a clear vision of the new product development process, and the ability to work with and guide partners that come from significantly different backgrounds and motivations. Clearly, it is difficult to find anyone with a full compliment of these skills.

To bring these skills to the project, the SEAD Coordinator selected a program manager with significant microfinance skills, project management experience, and practical skills in working with others to move to project conclusion. Then, over the first few months of the project and with he guidance of the SEAD Coordinator, a strategy to address any deficiencies was implemented. This strategy was one of education and support. The first step was to select two international consultants to help guide the process and act as resources for the program manager. The next step was the development of a reading list, and a summary of the key issues from that list written by one of the consultants. Finally, the Commissioner of Insurance arranged for the program manager to be trained in basic principles, products, and procedures of the insurance business. Insurance professionals from Ghana Re conducted this training. In sum, the strategy provided the opportunity for a solid basic understanding of insurance and microinsurance, and created a support structure to provide resources where there might be additional issues or needs. All this was backed up by the guidance of the SEAD Coordinator. These resources were actively utilised throughout the project and this helped to provide a more complete approach. 

4.2.2 External consultants

The external consultants from The MicroInsurance Centre and The Springfield Centre were selected because of expertise in supply and demand side microinsurance, respectively. Their roles were to make annual visits to the project and provide active assistance electronically. The visits were timed for major turning points so the consultants could assist the team at those times. The electronic assistance was frequently used - planning the qualitative research design for the concept done by specialist consultants; the quantitative research design and analysis on the prototype; the tender offer; and several other major activities. This proved extremely efficient, and effective in moving through these activities. The visits were important, but CARE was able to work much more efficiently by being able to call upon the consultants electronically at any time with important issues. Although one additional visit was made (at no cost to CARE or the project) to help manage the insurance company tender review and selection process, it is unlikely that additional visits would have resulted in benefits corresponding to the cost.

At three major points, consultants other than core consultants were contracted to conduct local research. These were for the initial demand side qualitative research and analysis to develop the product concept; the supply side market research to identify what the market had to offer; and the quantitative research conducted to test the prototype and identify appropriate coverage levels. These are discussed below.

4.2.3 Formation of Microinsurance Advisory Committee

In retrospect, one of the most significant actions by CARE, that helped the process in so many ways, was the formation of a Microinsurance Advisory Committee with key stakeholder representatives as members. The organisations represented, and with senior executives, were from:

· Bank of Ghana

· National Insurance Commission

· Association of Rural Banks

· Ghana Microfinance Institution Network (Ghamfin)

· ARB Apex Bank

· An independent specialist consultant, and 

· CARE

After the first meeting, the Bank of Ghana no longer attended noting that such participation might create a conflict of interest.

This committee, with its key membership, helped smooth the way with several issues including, for example, the resolution of the agency issue, resolving issues with the Bank of Ghana, and promoting the program among the different stakeholder organisations.

4.3 Initial Research

The development of a demand driven microinsurance product requires a detailed understanding of the risk structure of the market, how they address their risks, and the effectiveness of those methods. Only once these issues are understood, can an institution rationally develop a demand driven product. Such an understanding requires qualitative research among potential clients, and a study of the formal and informal market products. Both of these were conducted at the start of this project.

4.3.1 Demand study

A detailed demand study (“Needs and Opportunities for Micro-Insurance Products Development in Rural Areas of Ghana: Summary of Qualitative Market Research Findings.” Michal Matul and Daniel Quaye, March 2002) was very effective at identifying the risks and needs of the target market. This led to the decision to offer life insurance and a pension. Although, health care needs were seen as primary needs from this market, it was recognised, from a review of institutional capacity based on the chosen delivery method, that this would be too complicated as an initial product. Life cover was seen as demanded yet an easier step to start. The study remains valid and discussions have been conducted regarding expanding the product line (though still not yet to health). The insurance company should review this demand study in its entirety as it plans the future of the product.

4.3.2 Insurance sector study

Another set of consultants were contracted to conduct an insurance sector study (“Study on Personal Insurance Sector” CoEn Associates, February 2002). This was intended as a review of what was offered to the low-income market in terms of risk management products. Additionally, these consultants were charged with reviewing the potential for the partner-agent model.

This study showed a commercial gap in risk management products for the low-income market. From this, certain gaps in provision versus demand were identified. These gaps led to potential products for the market. However, it became clear to the core team that this report lacked information from a critical segment – the informal sector. The demand research showed the informal sector as a primary source for risk management tools, but the supply side researchers did not include this sector in their research. Thus, one of the original qualitative researchers was sent out to review informal funeral schemes. At this point, the team was not only interested in what they offered, but also in how they offered it. This shows a bit of the evolution of the team as they moved from the theoretical (literature review to insurance sector review to demand study) to this practical study of the informal sector funeral societies and what makes them work. The team was beginning to pull together the practical information they needed to make the process work for their market. This proved an important activity as it helped the team understand why people went to informal schemes (convenience, a group to attend your funeral, and others) as well as where these too were unsuccessful at satisfying the needs of their market (corruption and insufficient cover). This study also helped the team to recognise that they should not be aiming to replace these funeral societies, but to create an additional complementary set of products. It is conceivable that these funeral societies could even act as agents for the insurer for such complementary products. 

4.3.2.1 Bank of Ghana Complications

During the insurance sector study, the researchers identified a potentially project terminating problem. The rural banks were not licensed to offer insurance as agents by the BoG. This seriously conflicted with the intended delivery mechanism for this project. Rather than note this in their report so that CARE could follow up the issue, the researchers took the initiative to write to the Bank of Ghana for a formal determination letter on the ability of rural banks to act as insurance agents. This created a huge problem.

Although they had been invited to membership on the advisory committee, and had attended once, their attendee had apparently not related this information to the Bank management. When they received the request from the consulting company, they became inflamed that they had not known about this in advance, and that the request was not from the rural banks, nor even CARE (which still would have been a problem), but from a consultancy firm. This problem dragged on for about a year before a well-respected local consultant was able to get the Bank to offer a “no-objection” letter. This incident points out the importance of following a controlled and locally specific process for addressing issues with government agencies. The miss-step by the original consultants could have caused this program to terminate, had the Bank of Ghana continued to refuse inclusion of rural banks as agents. 

4.3.3 Stakeholders workshop

Once the initial research was completed, Micro-INSURANCE project management called a major stakeholders’ workshop. The project management placed advertisements in the newspapers for MFIs as well as insurers to attend this meeting, intended to provide an overview of what was learned through the research, as well as the outline the process that would be followed in the project. The newspaper advertisements proved more effective with insurers so other means of communicating with MFIs were subsequently tried.

At the meeting, there were several speakers, all of whom helped to provide critical information and credibility to the project. These included:

· The Commissioner of the National Insurance Commission of Ghana who charged the attending insurers to look to the low-income markets to expand business

· The head of The MicroInsurance Centre who spoke of international experiences in microinsurance

· The consultants who prepared the personal insurance market paper and the demand research of potential clients paper spoke on their results

· The consultant from the Springfield Centre spoke on key considerations in the design of microinsurance products based on the literature review.

In the afternoon, MFIs were separated from insurers and two working meetings were held to discuss the interest, expectations, and roles of the two groups.

This meeting was extremely successful in briefing stakeholders about this opportunity as well as getting information from them on their concerns and issues about the process. It also built credibility in the process and the project that was leveraged throughout the next phase of the project.

Twelve MFIs attended the meeting, as did nine insurers and two brokers (in a country where there were only a total of fourteen insurers and brokers at that time). 

The meeting also helped CARE to understand the concerns and capacities of the two groups (MFIs and insurers) so that these issues could be addressed in further planning. These also proved extremely helpful for project management and the advisory committee. 

4.3.4 Prototype Development and testing

The following research was directly used to develop a product prototype:

· Potential customer risk management strategies

· Personal Insurance Market

· Informal funeral societies

· Detailed product competition matrix

With this research, Micro-INSURANCE project management held a meeting with insurers to pull the data together to begin the basic design of a microinsurance product that satisfied the demands identified while fitting appropriately within the current structure of insurance provision. This meeting was helpful for several reasons:

· Even though the insurer had not been selected at this point, all insurers had an opportunity to “own” the product

· It further clarified the objectives of the project to these insurers

· It obtained practical input from insurance professionals on product design

· It provided another formal opportunity for project management to disseminate the information gained from the project to date to all insurers.

After the meeting that resulted in a basic product prototype, project management conducted quantitative research on the prototype (“Analysis report: Market Research on the Micro-Insurance Sector in Ashanti, Eastern and Greater Accra Regions, Ghana - A report for Care Gulf of Guinea,” by Tamsin Wilson, July 2002). This helped confirm that the prototype design responded to the demands of the low-income market. Additionally, since there was now a defined prototype and a process for accessing it, the researchers were able to assess the demand for specific levels of cover, the premiums that they would pay to access them, and the frequency of those premium payments. This activity was extremely helpful in filling in the gaps of the prototype design, and providing a prototype that Micro-INSURANCE Project management could then bring to the insurers as part of a tender offer.

Selection of the insurer by tender offer had been agreed early in the process as a means of getting insurers to compete for this business. 

4.4 MFIs

4.4.1 Selection process – 
Key determinants in rural bank selection include the size of their client base, the number and location of branches, their financial performance, board quality, if they had the basic infrastructural requirements (staff, a phone, and a computer), and what other microfinance programs they work with (to minimise potential conflicts). They were most heavily weighted towards financial performance. Fourteen MFIs applied. Seven were selected. Ultimately two left this group; one because they did not have savings products,
 and the other because its management had been purged by the Bank of Ghana, though they were invited back to participate and commenced sales on November 2003. An additional organisation, which had not been among the original applicants, replaced them. The final list of pilot test MFIs, scoring between eighteen and twenty-four on a thirty-point scale, is as follows:

· Kakum RB

· Odotobri RB

· Agave RB

· Akuapem RB

· Citi Savings and Loan

· Women’s World Banking - Ghana

.

4.4.2 Computers – 

The insurer required that the financial institution have a computer with a printer. This was to facilitate tracking of the insurance product activity as well as appropriate reporting. This also required specialised software that was provided by GLICO to make the reports compatible with the rest of the GLICO system.

Several of these partners did not have a computer for use with this product. CARE did not have funds for the purchase of computers in these offices. In order to participate in this program, we were told that board members of some of these MFIs pooled their personal funds to purchase the computer and printer. This is likely to have a profound positive impact in the incentive that these MFIs exhibit because they now have a tangible investment. This is an extremely positive aspect of this project.

4.4.3 Declined Institutions – 

Two of the originally accepted institutions left the program before the pilot test. One, an unregulated MFI, was let go because they did not offer savings products. It was deemed critical for the agency institutions to have existing savings products to facilitate the collection of periodic premiums. Because the institution in question maintains a national network, they were kept in the group for a significant time, attended trainings, and received site visits from the team. This helped to provide additional training to this MFI but depleted, to some extent, the resources available for the rest of the participant MFIs. This suggests the need of further clarity in requirements given that the selection matrix did not include a score (or more appropriately a go / no-go trigger) based on for the availability of savings products. This may relate to the fact that the MFIs were selected before the insurer and thus the insurer’s requirements were not considered in the selection.

A rural bank also dropped out initially because they had such problems between the board and management that the Bank of Ghana had to intervene to correct the problem. This led to disorganisation as the rural bank went through remedial efforts to return it to proper management and governance. During this period, the rural bank requested, correctly, to be dropped from the pilot test. Clearly, their capacity to manage a new product line with a new partner was compromised and they should have been excluded from the pilot test. However, it appears that project management continued to try to work with them resulting in a reinstatement in the pilot test. This rural bank has thus begun selling policies in October 2003, very near the end of the pilot test. Their data will not be helpful to the pilot test and they should have been left aside until the results of the pilot test are reviewed and the products are rolled out to other institutions. This would have been best given the limited resources of CARE as well as the need for stability in an institution with such problems that the Bank of Ghana felt it necessary to intervene.

4.4.4 Selection order

The selected MFIs were expected to work with the insurance company selling the newly designed product of that insurance company. A significant problem developed relating to the selection of MFIs by project management, and not the insurance company. Insurance companies are well skilled at selecting and training agents to sell their products. Project management is not skilled at such selection. It is clear in retrospect that the selected insurer should have had a significant role in the choice of the pilot testing MFIs, and should have subsequently worked with them to select the individual agents from among the MFIs. Because this did not occur, the connection of the rural bank was to CARE, and not to the insurer. The insurer was then left to train and work with rural bank staff and management that they had no role in selecting, yet responsibility to make the project successful. This detachment was further compounded by the project paying (non-insurance company selected) staff at the rural bank for the first six months of the project. This structure skewed alignments such that the insurer was left to address problems caused by selection and other decisions made by project management without understanding the needs of an insurer. The insurer should have been selected first and then had a role in selecting the MFIs.

This order may have been justified if there was a compelling reason to have the MFIs involved in the selection of the insurer. However, the actual processes of rural bank and insurer selection were disassociated. 

4.4.5 Selection of Personal Insurance Advisors

Initially the plan had been to train all front line staff to sell the insurance products. These sales agents would work from their duty stations and sell the products as they could. As the project progressed, it was decided based on the rational that one person focused on insurance sales would be more effective. Thus, each participating rural bank or MFI was to select one person to act as the institution’s Personal Insurance Advisor (PIA). They would work full time on this project and actively sell the product outside the institution. 

The institutions selected their own PIAs. Their criteria for selection is somewhat opaque, and it appeared after meeting some of them that some might have been staff that were ineffective in other positions. Certainly, the criteria for the selection of these staff should have been clear, and overseen by the insurer with the project management staff vetting the selected staff against those criteria. Some of the current PIAs need to be removed from that position, and new ones, complying with appropriate criteria should be trained and emplaced. These same criteria should be applied to new entrants to the program during rollout and thus these criteria should be developed and finalised before any additional selection is made.

The project should test the concept of training the whole front line staff of MFIs to sell the products. This has the benefit of reducing the transaction costs. Additionally, all insurance sales should be incentivised with a commission, and at this point, none are.

4.5 Insurer Selection

The team developed a tender offer as a means for generating competition among insurers for the final development and delivery of the microinsurance product. (“Invitation for Tenders: Selection of Insurance Company for the Marketing and Underwriting of a New Micro-Insurance Product in Ghana,” dated September 2002.) The tender provided information on the process that was being followed, a summary of the information gleaned from the research, and an outline of the set of products the team had developed into a prototype. This set of products were referred to as: 

	Plan Component:
	Cover:

	The “Base Plan”
	Life insurance for the principal policy holder

	The “Family Plan”
	Life cover for the spouse and two children

	The “Retirement Plan”
	A long term savings product

	The “Super Plan”
	Combining all three products)


It was expected that once a policyholder purchased to base plan they could purchase the others as they wished.

Tenderers were requested to define the specific cover they would offer including, premiums, and limitations, and commissions offered to the agents. The tender offer also addressed several critical commitments, including participating as part of this process, regular reporting to CARE, marketing requirements, and financial responsibility. It also required submission of three years of financial statements with the tender offer.

Eight insurance companies responded to the tender: Gemini, CDH, Unique, SIC, ELAC, Provident, Metropolitan, and Vanguard. The offers were opened in front of a committee composed from advisory committee members to review the tenders. One of the core team consultants also assisted by facilitating the review and selection process.

The committee developed a matrix to assess the tender offers by identifying and weighting factors they deemed critical to the selection of the insurer (“Assessment Grid for Institutional Tender Responses: Scoring Ranges Based on Selection Committee Priority Assignments” dated 8 October 2002). These included: 

	Factor
	Determined how?
	Maximum score

	Institutional Capacity
	Using financial and non-financial measures of growth, profitability, efficiency, branch network, and relative volume of life business.
	170

	The specific coverage for the four “products”
	Using coverage, premiums, and a benefit to premium calculation, as well as proposed interest rate for the pension, and the percentage of premium going towards administration cost with the retirement package.
	500

	Limitations
	Related to age, underwriting requirements, and the potential for withdrawals from the pension.
	100

	Commissions
	Based on how much will be provided to the agents
	50

	Other relevant information
	Including measures for management capacity, years of experience, responsiveness to the market, reputation of the company, and innovation
	80


The total possible score was 900, and final scores ranged from 467 to 697. The top three scores were: 697, 634, and 627. The successful tenderer, Gemini Life Insurance Company (GLICO), was considered a good choice by all committee members and a letter recommending that project management meet with them to confirm the promises made was prepared and provided to the advisory committee (“Report on Analysis of Tenders Received from Insurance Companies and Recommendation of the Selection Committee” dated 10 October 2002).

Without directly working with the other tender participants, it is difficult to know if the choice of GLICO as a partner was the best. However, it has been clear from the point of their selection that GLICO is a strong company, committed to successfully expanding to the low-income market. It is hard to see how another company could have provided more than GLICO.

This process worked well and concluded with a fine selection. Such a process of tendering for this business is recommended anywhere the partner-agent model is implemented, and there is more than one possible insurance partner.

4.6 Preparation for the Pilot Test

With the prototype developed and tested and the partners selected, several key issues remained to be addressed. Among the most significant included:  getting the issue of MFIs as agents addressed, applying for product approval from the Insurance Commission, training the MFIs, developing marketing plans and materials, and addressing the development of tools to monitor the pilot test. Finalisation of all these before the test was to begin were critical to an effective test.

4.6.1 “Agent” issue addressed by the Bank of Ghana

The blunder by the consultants studying the personal insurance sector in formally requesting a determination from the Bank of Ghana on the legality of MFIs acting as agents resulted in significant lost time, effort, and money. An indication of the serious nature of this issue is that it arose in February 2002, and project management was unable to obtain a letter of “no objection” from the Bank of Ghana until November 2002. Addressing the issue required several attempts by project management, and finally the hiring of a well-respected local consultant to work with the Bank of Ghana to resolve the matter. It is entirely likely that a more professional approach with the Bank than was taken by the consultants might have resulted in a much more amicable resolution. It is usually better to carefully work to get key Bank managers to understand what the project is doing and then approach them for clearance, rather than pushing them for a determination before they understand the intended process. Additionally, it was not the place for consultants, or even CARE itself to submit the request. It should have been one or more MFIs to request approval.

4.6.2 Training of Rural Bank Staff

As we have seen throughout the world, the training of agent staff is critical to the success of the microinsurance product. In this case, GLICO provided training to MFIs in basic insurance, insurance marketing, and the computer system operations to manage the product. This was done initially in early 2003 and then, because of the delay in product approval (see next section) they had to train rural bank staff again.

The impact of the training was variable in terms of marketing (for example, some staff interviewed were confused about the product, neither staff nor clients could explain the return on the retirement plan), or the computer system. The MIS manager at GLICO noted that he has had to allocate staff to input the client applications because these were not being done in the field as was agreed. This has created delays and frustration for GLICO and rural bank staff, as well as project management.

During the visit to Kakum Rural Bank, their Personal Insurance Advisor (PIA) took the reviewer on a special trip to see the operation of the computer system. When they arrived, it became clear that this PIA could not use the computer. On further investigation with GLICO, it was noted that the PIAs had been trained multiple times and that the PIA in question had undergone additional remedial training because he simply seemed to “fear to computer.” This is a problem that might have been mitigated had the insurer influenced the selection process for PIAs in the MFIs.

Future programs should develop key criteria for the skills required by insurance agents or at least an in-house lead agent who can manage the process. Minor exams at the end of training might also assist in determining who should manage different levels of activities within the institution.

Another important issue with the training of the PIAs in this project is that there was not only no commission to elevate incentives to sell and properly manage the product, but the MFIs were actually subsidised for the salary of these staff members for a period of six months. Although project management monitored lack of productivity there was no accountability imposed on the MFIs. There simply was no incentive to properly sell this product regardless of the training. 

4.6.3 Product Approval by Insurance Commission

By law in Ghana, all new insurance products must be approved by the National Insurance Commission. This approval covers policy components and description, as well as pricing. An independent actuary confirms the assumptions and accuracy of the pricing and that with such pricing the insurer will not put capital at significant risk. The product prototype was thus submitted to the National Insurance Commission in February 2003. Approval was obtained in May 2003 with slight adjustments to the premium proposed, including a mandated reduction in the commission.

The delay was partly a result of a strong suggestion by one of the external consults that updated actuarial tables for 1986 through 1990 be used as a better reflection of the likely mortality rates, than the traditional tables of 1956-1960. Both of these are questionable given that they are generated from South African tables, and do not particularly reflect the mortality rates of the low-income market. It was however considered that with the AIDS pandemic not even reflected in the earlier tables, at least the newer tables would better reflect likely rates. Thus, the product was priced based on the newer tables. The independent actuary refused these newer tables, and required that the premiums be recalculated using the 1956-1960 tables. This was done, but the change delayed the process by up to two months. This was significant because at this point everything had been deemed ready and the only matter delaying the launching of the pilot test was the approval. This delay held up the pilot test, and forced a second round of training since too much time had gone by to expect rural bank staff to remember the initial training.

4.6.4 Marketing development

Marketing issues were also addressed during this period before the pilot test. For GLICO, understanding that the low-income market requires different marketing strategies and methods took some time. Initial versions of the posters and advertising materials were clearly focused on the upper level market and not likely to have an impact on the low-income market. Even the name needed to be related to this market. 

In order to improve the likelihood of success with their marketing, GLICO tested their brochures, posters, and advertising text with focus groups. Dramatic changes were made to the materials to make them resonate better with this market. 

GLICO still needs to develop a proper marketing plan for Anidaso. The basic plan outline that they have is insufficient to properly manage the marketing of the product. This would have helped in the current transition from one marketing director to another as is occurring at GLICO presently. The new director should make a point to develop a formal comprehensive marketing plan for Anidaso.

4.6.5
Preparation conclusion

The overall preparation for the pilot test was reasonably effective. A marketing plan still needs to be developed and the marketing materials may still need readjustment. The training will need to be reassessed to improve its effectiveness. Legal issues were successfully addressed.

A glaring void in the pilot testing preparation was the development of monitoring tools. Typically, the key monitoring tools for a pilot test are the quantitative objectives and the projections. Neither of these were adequately developed. Normally the pilot test objectives cover several areas including growth, profitability, efficiency, and marketing effectiveness. Initially, only growth targets were developed. Without the others, it is difficult to know if the product is successful. Gathering these objectives from the different parties and coordinating their monitoring was the responsibility of project management. Not having them in place has caused ambiguity over the success of the pilot test.

An extremely important occurrence during this phase was that the project was significantly taken over by GLICO. This was a natural transition given that GLICO was now responsible for the product (financially and legally) and thus should have a greater input into how the project moves forward. Project management acted as a liaison between the insurer and MFIs, addressing non-technical issues. Because of the structure with a disappearing intermediary (CARE), the evolution of the product management to the insurer was entirely appropriate, and in fact necessary for a successful exit strategy for CARE.

Where CARE’s role was particularly important in this phase was in their liaison role. However, it will be imperative that CARE actively work towards phasing itself out in that intermediary role over the short period that remains of the project.

4.7 Pilot Testing

Pilot testing is a critical process that helps an institution or consortium to confirm (1) that there is actually effective demand for the tested product, (2) that the systems developed to manage the product are sufficient, and (3) that staff are effective in offering the product. Clear quantitative objectives should have been set in advance to enable sufficient objective assessment of these aspects of the test. The process must be structured so that these areas can be properly reviewed.

In order to manage the pilot test launch in six institutions it was decided to stagger their start-up. This was important because GLICO, like most other companies, did not have the ability to be at all sites at once to make sure the start-up went effectively. This helped to ensure that if there was a significant problem it could be caught before spreading.

The size of a pilot always warrants serious thought, and with a microinsurance product, this is even more the case. The fundamental need for large numbers of policyholders to make spread the insurance risk comes against the need for controlled numbers in a pilot test. In this case, initially seven institutions were selected with a total client base of 143,000 clients in 56 branches. This is too much for a pilot test. The intention then was to restrict the sales to one or two branches from each institution. This would limit the market. Attempts to reduce the number of institutions were counted with arguments that certain numbers of institutions participating in the program were required by other agreements. Additionally, it was thought that some institutions might not actually get to the pilot testing stage so extras were selected. In fact, two of the initially selected pilot testing institutions did drop out of the program, although one returned at the end of the test.

One critical decision was to pay the MFIs for one of their staff members to focus entirely on this project as a PIA. It was argued initially that MFIs would not participate in the program without such a subsidy. That may or may not be true, but an attempt to introduce this product without a subsidy should have at least been made. After the fact, one of three MFIs visited noted that they would have participated without the subsidy. In fact, this rural bank was the most productive and move effective of the three visited. One of the three was still looking for more subsidies (they were the one institution that had two PIAs funded), and the other said they would not have participated without initial subsidies but would continue without them.

Though the subsidy may have gotten more pilot test organisations to participate, their effectiveness is questionable. Exacerbating this problem was the lack of accountability for the money that MFIs received to fund a full time PIA. Many of the selected PIAs, who were funded by the project, spent little time actually working on the project. At one institution where two PIAs were funded, one noted that he retained all his normal duties and was also expected to sell the insurance, but as a secondary or even tertiary activity. This led to extremely low growth versus projections. While this was happening and reasonably clear to all parties, the project continued to pay the subsidy. There was no accountability for these funds on the part of the MFIs. It is, and has been, very clear, that most MFIs in the pilot have simply used the funds as a general operating subsidy. The fact that the project monitored the lack of progress, yet did nothing effective to hold the recipients accountable has damaged this project, and the potential for GLICO to continue successfully with most of the pilot test institutions.

This lack of accountability has made these institutions expectant, and has allied them with CARE and not GLICO because GLICO expects performance, and the project taught the institutions that performance was not necessary.

There are other ways in which the funds could have been utilised to improve performance in a system of accountability. Some examples include:

· The project could have used the funds as an initial boost to an institutionalised incentive or commission system designed for the insurance products. This fund could provide for a declining addition to the commission to allow for an institution and its staff to build to a core level of policyholders that make the commission significant. This would be entirely production based.

· The funding could have been used to provide significant one-off prizes for production. Maybe for the rural bank that sells the most, a television for their head office, or for the PIA that sold the most an all expense paid trip. These can be highly effective at incentivising people to sell, and could be repeated on a quarterly basis, or sooner for lesser prizes.

The key here is pay for performance. That was not adhered to with this project, and it will create problems for GLICO as CARE fades out of this project, and GLICO demands productivity.

4.7.1 Monitoring

A key aspect of a pilot test is monitoring. This is necessary to understand when there are significant problems, or if the test was successful. Success is relative. In order to identify success there must be some objective that performance is measured against. In this case, quantitative objectives were not in place in advance of the pilot test. Indeed, objectives (and most of them qualitative) from the MFIs were just received in November 2003 even though the pilot test started in July 2003. Quantitative measures of growth alone were assigned to the different financial institutions. These were tracked and deficiencies noted to the institutions. However, other key measures of success were not tracked or acted upon.

Marketing effectiveness also has not been adequately tracked. The project needs to understand what marketing has been effective so that resources can be channelled to those activities that are most effective at getting customers to inquire about the products. At this point little is understood about marketing effectiveness with the program. 

It was noted from the visits that staff are providing variable information to potential clients leaving some with an inaccurate understanding of the product they have purchased. In some cases, as with the return on the retirement package, PIAs simply invent an answer. This is a disaster for an insurance program. Monitoring should identify such issues and promote solutions to these problems. Although basic monitoring has been done it appears that little remedial action has been implemented.

This problem may also fall back to the communication issue that has created relationships between the project and GLICO, and between the project and the MFIs. It has left the project management to oversee both side of the program, without significant skills to address these issues or develop and implement corrective action. With extended leaves, and shifting SEAD Coordinators the last year of the project effectiveness of the project management has been limited.

4.7.2 Effectiveness

The process of new product development with this project has been mostly exemplary. The process itself has been followed, until the pilot test, in a very precise manner with significant research into market demands and supply. The tender offer process was successful, as has the transfer so far of the product to GLICO.

The pilot test measures three aspects of a product: the market demand for the product, the ability of systems to manage the product, and the ability of staff to sell and process the product. The pilot test has been reasonably successful in terms of the product itself and demand for it, although sales remain slow for reasons discussed throughout this paper. Those with, and even many without, the product indicate a desire to purchase, and suggest the premium and coverage are fair. 

The systems have not been proven successful in several areas:

· The computerised input and submission of application data has not yet been successful, and the MIS department at GLICO has had to input and process all applications. This increases the cost of the product and if it continues will likely result in the need to increase the premium due to these additional operating costs. This is unnecessary and the MFIs should be held accountable for processing their own work.

· The payment of premiums from the MFIs to GLICO has not been reconciled with any of the agents. Funds are said to have been deposited into accounts set up by GLICO with the agents, but these funds have not been accessed. Additionally, there is confusion about the investment of the retirement funds that GLICO accumulates. Some of the MFIs want the funds to remain with them at a low interest rate, while at the same time they want high returns on their clients’ investments. This conflict must be resolved.

· Commissions have not yet been paid to the MFIs. True, these amounts are still small but it is important to test all systems including commission settlement.

· Rural bank management appear to expect GLICO to fix their computer hardware issues. The project should work with these institutions to help them access hardware maintenance from a source other than the GLICO MIS department. Some of these MFIs actually have their own MIS and hardware people, but still expect GLICO to service any computer that is related to Anidaso.

The people too seem to have some difficulties.

· Incorrect messages are being provided to clients

· Computer software is not being used by all MFIs

· PIAs have not been dedicated to this program and thus sales have been severely limited

· Some of the rural bank’s and MFI’s senior managers seem to lack commitment to make Anidaso successful. In some cases, they still see themselves as simply helping GLICO with no benefit to their institution. Work is needed on the part of the project to alter this perception.

· The PIA subsidy has ended in November. It will be important to monitor closely the response of the MFIs. The subsidy was intended to provide wages for someone in the institution to focus full time on the product. It was estimated that with consistent effort, a PIA would have generated enough monthly premiums to replace the subsidy. Because there was no accountability and limited effort, all the MFIs are far from covering these costs. The ones we spoke with appeared not to have understood the purpose of the subsidy or that this cost should be borne by the PIA’s productivity. Now they find themselves with a problem.

With the product reasonably well proven, and the systems and people needing additional work, it is hard to suggest any rollout to other MFIs. Generally, it is critical to find comfort in each of these areas before rollout. However, in this case the project management and GLICO should work diligently to address the systems issues, and improve where possible the marketing of Anidaso. Effort will be required to sort out the personnel issues with these institutions, but since these have been polluted with free money and no accountability it is advisable that once the product and systems are stable, they should rollout Anidaso in a controlled manner and with a more professional approach to one or two new MFIs to test the unsubsidised approach. If MFIs will not participate if they are not paid, let them wait. GLICO should focus on working with those that see the benefit of Anidaso to themselves and their customers and are willing to make an investment in their own futures.

Table 4-1:Timeline of Key Activities in the CARE GOG micro-INSURANCE Product Development Process

9. Institutional Performance Assessment of GLICO and Selected MFIs

The two institutional types – the insurer and the MFIs – are very different in terms of objectives, motivations, corporate culture, level of professionalism, and resources. Bringing such institutions together to provide a mutual product is almost always initially stressful as the institutions learn to operate with each other. This case is no different except that even among the MFIs alone, the cultures are significantly different. This requires GLICO to manage all these different relationships in an attempt to generate productivity. One institution (WWBG) is simply not selling the product with any energy, and another, Kakum has a PIA that seems unable to learn the computer no matter how much training he receives. None of the MFIs have been significantly motivated to produce, and most still think that they are doing a favour for GLICO.

GLICO sees massive potential within the MFI’s markets but cannot understand why the MFIs have not been able to sell within that market. They have also trained and retrained rural bank staff on inputting insurance applications into the software package that GLICO has developed especially for this product. However, as of November, the system appears to work, but most rural bank staff have still not been able to manage the system. GLICO’s response was to develop another module for the system that allows them to input the applications from the head office. This simply adds to the operational costs in a manner that circumvents the rural bank and allows them to limit their activity. This activity needs to be returned to the MFIs where the inputting would be more efficient. The intention of the partner agent model is to maximise efficiencies and GLICO is becoming frustrated that the MFIs are not fulfilling their role.

In the future, other projects should limit the number of MFI partners until both institutional types can be clear on their roles and the relationships can be better cemented, rather than starting with seven different MFI partners. This would help the insurer to identify and test strategies for working effectively with the MFIs. By overloading the insurer as was done here, the multiplicity of relationships is pushing them to find ways to manage the products themselves.

5.1 GLICO

GLICO was provided with a subsidy of about US$14,000 to cover costs of actuaries, marketing, training, and MIS development. They have actually spent multiples of this amount as their investment in the program. They see huge potential in this product and have made an investment for which they anticipate a return.

GLICO has developed the marketing materials; they have conducted trainings for rural bank PIAs and managers; and they have developed, installed, and trained on specialised software that they developed for this product. GLICO has made significant progress in institutionalising the Anidaso product within their company, but institutionalising the product across companies (insurer, rural banks, MFIs) has not yet been successful.

Unfortunately, the problem with getting applications input in the field has delayed the input of insurance applications. This delay in turn held up the production of policy documents that needed to get to insured clients. The backlog was up to three months. This was unfortunate because the receipt of policy documents is the first opportunity clients have to experience GLICO’s effectiveness. So far, the experience has not been good in this respect. People will be concerned if they are expecting GLICO to pay when they die, but the tangible transaction is seriously delayed.

These institutions are experiencing culture shock. Thus, GLICO has been actively considering improved approaches to institutionalise the Anidaso product. The MFIs have essentially three roles: 

1. To market the product with the objective of generating sales

2. To input the application data into a program and convey that data electronically to GLICO

3. Manage the accumulation and dissemination of premium payments to GLICO and claims payments from GLICO.

The account management appears to be occurring but no one has reconciled these against applications or expected payments. This is a critical activity especially now when the volumes are small. There is an opportunity to correct problems and finalise the financial flow processes before the volumes get heavy. This reconciliation must be conducted soon in order to confirm proper accounting.

GLICO’s assessment at this point is that the rural bank marketing has not been effective, and that their PIA staff have not been inputting the application data. This has led to significant inefficiencies. Thus, GLICO wants to reassess and potentially adjust the distribution mechanism to make it more effective. They have lamented the provision of “free money” to the MFIs without accountability as partly the cause of slow growth. They are perplexed at the seeming inability of some of the PIAs to manage the software. Management notes that these issues are related to the fact that MFIs and their PIAs were selected without input from GLICO.

There are three general options to address these problems:

1. Retraining of PIAs and other rural bank staff, setting performance objectives, and eliminating the free money without accountability in favour of a strictly commission based incentive. Additionally, periodic technical assistance visits from the GLICO area managers would be appropriate. This would be an effort to change, maybe improve, the culture at the MFIs, at least in terms of how they manage microinsurance sales. The funding for this additional training
 would mostly come from GLICO, and objectives would be set jointly.

2. Follow option one but emplace a professional GLICO agent within the rural bank for a short time (two to four weeks) to aggressively sell Anidaso with a PIA working with them at all times during that period. This would again work to change the microinsurance culture in the MFIs, but would have the advantage of practical mentoring. The out of office training would be covered as in option one, but the agent would be paid from commissions on the Anidaso sales they made while actively mentoring rural bank staff. The MFIs would have to forego the commissions on these sales.

3. Assign GLICO accredited agents to the MFIs to sell Anidaso. In this case, the rural bank would provide access to customers for the agent, and would manage the financial transfers. This option requires essentially no cultural change on the part of the MFIs. These banks could be paid a small commission for the access and transactions (not more than 5%) and the agent would retain the rest of the commission. This eliminates the need for more training of the rural bank staff, and the agent would manage the software.

Of the three options, GLICO is leaning towards the third. They recognise the cultural differences, and the most efficient way around them would be to send their own person to the rural bank. This is potentially problematic. As witnessed elsewhere (AAR sales agents in Kenya, for example), professional insurance agents are not likely to be interested in spending much time selling low value policies when they could make more money selling the large value products. There will be some scepticism of professional agents by potential clients, while they tend to be more comfortable with rural bank staff. Additionally, MFIs may not accept this option. The cost of this method may actually be cheaper than the other two options that require training and culture change. However, continually incentivising professional agents within this market may prove difficult.

Option one alone is unlikely to find success. The cultural issues simply will not be mitigated with another training or two in Accra, and it is clear that rural bank staff need practical selling experience. 

The second option provides for capacity improvement through direct training. It also provides an opportunity to neutralise the cultural issues, and train in an extremely practical manner. The direct mentoring approach has the potential to implant a real sales comprehension in the PIAs, as well as other front line staff, through example. If this method were successful, the return to GLICO would be substantial because then, potentially, all front line staff at the MFIs could be effectively selling Anidaso. 

Additionally, current GLICO agents should also be trying to sell Anidaso as part of their package of insurance products. This may prove an effective product for large companies with many low-income employees, which are targeted anyway by GLICO agents.

It is also important to recognise the damage that has been done in terms of culture by having subsidised PIA salaries from project funds. It may be much easier to foster an appropriate relationship and culture with new MFIs that are treated professionally and have a direct relationship with GLICO from the start. It will be helpful to formalise a strategy for rollout that includes acquiring a few new MFIs that GLICO can start working with directly. These should be tested by GLICO in an effort to solidify its strategy for full rollout. 

Because no claims have been submitted, it is not possible to assess GLICO’s efficiency in claims payment.

There is still work to be done in developing a relationship directly between GLICO and the MFIs, and much to be done in terms of making the marketing effective. Nevertheless, GLICO seems committed to making this product work, even if they have to put their own people in the MFIs. 

5.2 MFIs

MFIs have been provided with approximately US$8,500 in direct salary subsidies for the PIAs (between US$700 and US$2600 for each individual institution), plus a partial reimbursement of launch costs, and free training for their staff. 

Institutionalisation of the Anidaso product has not occurred in the MFIs that were visited, except to a limited extent at one. The product is still seen as GLICO’s and the impression one gets in speaking to some of the senior managers of the pilot test institutions is that they feel they are doing a favour for GLICO. There seems to be little recognition of the potential of the product to provide an additional marketing advantage to rural bank clients, or for a new income source. Without a clear understanding of and demand for the benefits, these organisations will never institutionalise the product.

The MFIs agreed to provide a PIA full time though in most it appears that this commitment has not been honoured. Additionally, the sales training of the PIAs also appears to have been inadequate. For example, one PIA related that he has been actively promoting the product, meeting with groups wherever he can find them, and talking to individuals along the way. When asked when he went back to revisit them, he noted that he had not returned in the four months that he had been “selling”. It was clear that he was informing the market, but that he did not know how to close the sale. Thus, he has relatively few policies sold. He, and likely the others, need a better understanding of how to close the sale. This requires practical, hands-on, training, with follow-up, and preferably mentoring.

During each of the visits there were comments made by management or PIAs about the provision of motorcycles to transport the PIAs to meetings and sales calls. These may become appropriate as the localised market is saturated and commissions are sufficient to cover the initial and ongoing costs of a motorcycle, but they are far from that at this point. At one institution, a client that was visited about fifty metres from the bank office noted that she knew about the product but was just waiting for someone to ask her to buy it. PIAs should be working the relatively nearby areas for clients to help build the critical mass that will pay their salaries, provide some profit to their company, and then help them expand to new areas. It would be a mistake to fund motorcycles for these MFIs without having them generate the earnings to do it themselves.

One of the MFIs employs a former GLICO employee. This PIA, with a better understanding of the business culture, insurance products, and sales techniques has achieved reasonably good volumes even though he too was not provided full time for sales. He also appears proficient at using the software for managing applications. The performance of this PIA is better than the rest, and this institution had done the most in terms of institutionalising the product – several staff had sold the product, and at least one other staff member was proficient with the software. Management considered this product as important for its future, and noted (after the fact when it is admittedly easier) that they would have ventured into this project without the subsidies. Contrast this to the rural bank that received the most in subsidies yet still complains that the commission should be higher and they should receive continuing subsidies, and have performed by far the worst of the lot.

Institutionalisation of Anidaso within the MFIs will take demand from them for the product. In one of the institutions visited, the demand was evident, in another, it was developing, and in the other, it was clear that the demand was simply for donor funds. It may be appropriate after a time to simply drop MFIs that do not perform. Such institutions create a liability for GLICO if they do not institutionalise this product within a reasonable time. It was recommended that one of the institutions be stopped from writing any additional policies until some critical issues were addressed.

5.3 Some Results

The projections for growth are shown in Table 5-1: Trial Targets. These were agreed in the memorandum of understanding signed by GLICO, CARE, and the MFIs.

Table 5-1: Trial Targets


Table 5-2 (Selected results from Anidaso by rural bank) provides key information on institutional achievement. In terms of achievement versus numbers of policies sold, the performance ranges from 6.6% of projections to 66.3%, with an average of almost 25%. Part of this result is due to the projections themselves that show straight-line growth. This virtually never happens. New products generally show slow but improving growth over time as the first movers purchase and the reluctant purchasers wait to see how things go for the first movers. However, the growth here still should have been dramatically faster if not for the issues discussed above. Possibly, Agave, at 66% of projections with increasing and consistent growth may be following a more realistic path. However, the next best had half the productivity of Agave (with twice the projection). Product growth is discussed in greater detail with Graphs 6-1 and 6-2 below.

Table 5-2: Selected results from Anidaso by Rural Bank


A helpful indicator of efficiency is to look at cost per client acquired. For these MFIs, the cost per client acquired was between 25,000 and 240,000 Cedes.
 The basic monthly total premium is 22,000 cedes inclusive of the investment portion. Thus, the best institution has a cost of about 1.1 times the monthly premium. The most expensive is 10.8 times the monthly premium, with an average of 3.5. 

Table 5-2 also shows that PIAs are each selling between seven and forty policies per month. 

Some key data is presented in Table 5-3 (Selected information from “Monthly Reporting by MFIs”). This table brings out several interesting points about the progress of Micro-INSURANCE.

1. Of the 584 policies sold thus far, only seven have chosen the insurance-only option. At first, the hypothesis was that there was a problem in marketing and that people were only marketing the full package. However, in discussions with clients it became clear that the long-term savings rider was the primary attraction of this product for most people. In discussing this interest, it became clear that these people have an illiquidity preference and are looking for somewhere to put their money where it will be protected from the demands of normal life. This is particularly interesting in light of the ambiguity of the return on the investment that does not seem to concern people (though it certainly should be clarified and tied to an independent measure).

2. There is still huge potential for growth within the banks given that client uptake at all but one of these institutions is less than 0.6% of their total client base. With a product like this, it is reasonable to expect sales to at least 15% – 20% of the bank customers, and likely more. This would mean a potential of at least 20,000 insured from these institutions alone. Once the product proves itself, and new rider options are added, the product should be even more attractive.

3. The grant agreement notes that by the end of the project it will have reached at least 1,000 new insurance policyholders, of which at least 50% will be women. With five months to go, and two additional institutions now selling Anidaso, it is reasonable to expect to have sold policies to one thousand people by the end of the project. However, there seems a clear preference for this product by men. At this point only 31% of the policyholders are women, and most of them coming from only two institutions, one of them the slowest growing of the group. This trend is likely to continue. However, this is mitigated somewhat by two factors:

a. 98.8 percent of all policies sold are for the complete policy that covers the policyholder, the spouse, and two children, and well as the investment plan. Thus, women are covered under virtually all the policies sold. 

b. The objective of having 50% women policyholders was likely intended to ensure that women benefit from this program. In microfinance, a woman benefits by being the borrower, and being the saver. In microinsurance, the woman benefits by being the beneficiary and receiving the proceeds from a spouse’s policy. When a woman owns the policy, in this case she also has a lesser cover on her husband and cover for her children, as well as an opportunity to save long term. However, in terms of insurance cover, the woman is best off if her husband has a policy and she is the beneficiary.


Table 5-3: Selected information from “Monthly Reporting by MFIs”

5.4 Summary Comments on Institutional Performance

As of the end of project visit, the Anidaso product had been on the market in pilot testing for four months, and even less for some of the partners. There are major cultural issues to resolve, capacity development required, and trust built between the insurer and the MFIs. The project management team, and especially the program manager, have done well to develop this product and move all parties forward. The insurer and at least some of the MFIs are strongly committed to success with this project and are institutionalising Anidaso and its procedures.


It is too early to expect smooth running, or perfect institutional performance. It is the commitment to the product and the relationship as well as the motivation to make these work that will bring about success. There have been significant improvements. Most of the parties are managing to work together productively if still a bit awkwardly. Performance in some of the MFIs is improving. It is simply too early to make definitive judgements about the future of these relationships. The key turning point will be the transition that occurred starting on December 1 when the PIA subsidy terminated for the MFIs. Their level of commitment will be clear from the way they respond to this adjustment. Additionally, at the same time project management is backing off and promoting a more direct relationship between GLICO and the MFIs. The next phase is critical and project management should manage this transition carefully. Some specific suggestions for the transition are provided in section 8.

10. Product Performance

This section analyses the performance of the product since it was first sold in July 2003, including the sales and marketing performance and the target group response.  

6.1 Marketing performance

To achieve high sales figures it is important that effective product marketing is done to increase awareness and knowledge of the product, both within the banks (internal marketing) and among potential policyholders (external marketing). To date GLICO has not set marketing-specific, measurable objectives to help measure progress.

The sales figures of the most successful MFIs (Agave and Kakum) suggest that they are performing better than the others, but the marketing tactics used to achieve this success will in the long-term lead to poor performance and ultimately failure. The Anidaso agents (like all of the other insurance companies operating in Ghana) have been targeting the under-developed formal sector, comprising civil servants and private sector employees, who are most able to purchase insurance policies. This market is extremely small and competitive, whereas the success of Anidaso, a low value product, is entirely dependent upon achieving mass sales. It is therefore crucial that a marketing plan is created with a well-defined marketing strategy and tactics that will help the agents re-focus on achieving a high volume of sales in the informal sector.

As a consequence of the focus on the formal sector, the evaluation team found that many people living or working close to the banks had not even heard of Anidaso, but when the product was explained to them, the majority stated that they were interested. If this group were targeted, they could form the nucleus of a group of satisfied customers who would help to sell the product to others in less accessible places.

The PIAs do not have a background in sales so their new jobs have placed fresh demands on them. They are responding with enthusiasm and dedication and are to be commended for their hard work. They would however benefit from additional support from GLICO, which needs to show them how to sell the product effectively and efficiently. At present, all of the agents appear to have problems in closing the sale, yet this fundamental problem could be easily solved if GLICO’s experienced agents were allowed onto the rural bank patch to sell Anidaso for a period and to receive the commission, whilst the PIA shadowed and learned the skills.


At least one PIA (at WWB) is mis-selling the product and this needs to stop immediately! In general, the PIAs are not giving the same message to every potential policyholder, but this is important if the banks and GLICO are to establish a trusting relationship with the community. The situation would be improved by requiring the PIAs to run through a standard set of marketing materials during their product presentations and also to supply them with a crib sheet of frequently asked questions (FAQs).

6.2 Sales

The overall sales performance of Anidaso has been lower than originally projected partly because there were delays in launching the product but more significantly, because every bank has failed to achieve the monthly sales targets set. The graph below compares total forecast sales with actual sales. It does not show forecast sales for the months when the banks had not begun to sell the product. 

Graph 6-1 Comparison of forecast and actual sales.
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The best performing bank, Agave, has achieved 66% of forecast sales, whereas Women’s World Banking has achieved 6%. This means that one insurance agent at WWB has sold on average two policies a week since July 2003. To some extent, one might expect that sales of this new product in a new market might be slow, however such poor results point to either a problem with the suitability of the product design or a problem with the way in which it is being marketed to the customer. It is likely that the latter applies here.

Graph 6-2   Policy sales by month and by MFI
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It should also be noted that in both Kakum and Akuapem Rural Banks sales have fallen back in October. This might be due to the agents investing their time in making arrangements for the official launch rather than making sales.

6.3 Client satisfaction

An analysis of client satisfaction will at this stage be incomplete, as none of the policyholders have yet made a claim. This section therefore refers to client reaction to the product design and a qualitative assessment of policyholder satisfaction with the buying process to date.

Based on interviews carried out by the evaluation team, buyer behaviour of Anidaso policyholders can be grouped into three categories; the Trusting Accepters, the Nervous Enquirers and the Professional Factfinders (See Table 6-1). Education is the main characteristic which influences the group a person is likely to belong to. In spite of the small size of the Professional Factfinder group in the population as a whole, they represent a large proportion of policyholders. Their needs, behaviour, and expectations are very different to those of the other two groups. They also have more disposable income and because of their education and experience of financial services, they are easier to sell insurance to than the other two groups.

Table 6-1 Buyer behaviour among Anidaso target group

	
	Trusting Accepters
	Nervous Enquirers
	Professional Factfinders

	Sex
	Usually female
	Both sexes
	Usually male

	Relative Income
	Low
	Low-medium
	High

	Example of Occupation
	Mono-product market vendors, shopkeepers, dressmakers, fish sellers.
	Salaried factory workers, electrical goods repairers, sanitary staff, junior admin staff.
	Auditors, electricians, school, university and factory professionals.

	Purpose of insurance
	To protect family in case of death of income earner.
	Primarily to save for pension and school fees. Also to protect family in case of death of the main income earner.
	Primarily to access investment opportunities. Also for school fees and pension.

	Prior experience of insurance
	No previous experience other than membership of informal funeral associations and women’s groups.
	No insurance arrangements other than membership of informal funeral associations.
	May already have pension and school fee arrangements, so has a benchmark against which to compare a new product.

	Product information gathered before purchase
	Ask almost no questions about the product and verbal information is soon forgotten. Questions asked are related to the family e.g. who can be covered. Trusts RB or MFI to protect. Written information of no use.
	Asks a few questions but has limited understanding of life insurance so doesn’t really know what to ask and is afraid of appearing ignorant. The questions asked are related to the family e.g. who can be covered. Some attempt will be made to understand the terms of the policy. Work often interferes with the process of information gathering. Often tired or very busy during the PIA meeting. Trusts RB or MFI to protect. Written information of questionable use.
	Understands the importance of checking out the terms of the policy. Makes time to meet with the PIA in favourable surroundings and tries to ask for detailed information about the product. Has some trust in the RB or MFI to protect but also likes to check out the product for himself. Written information carefully read.

	Information required after purchase
	Have few or no questions.
	Questions accumulate after purchase and post purchase dissonance (after sales discomfort) most acute.
	Have some questions.

	Standard of service required of PIA
	Few expectations.
	Needs punctual meetings to fit in with work. Expects information to be provided when promised.
	Expects punctual personalised meetings, courteous service and information to be provided when it is promised


The current tactic for selling the product which favours making presentations to groups of relatively high income earners in their workplace has encouraged growth in the sale of policies mainly to Professional Factfinders. In many cases people in this group were already part way through the decision making process, having already identified a problem and a need, and searched for a solution. Agents have so far had less success in closing sales with those who have not even identified insurance as a possible solution to their vulnerability to risk.

As the target group is not homogeneous, neither is their response to, or satisfaction with, the product:

· The Professional Factfinders are generally satisfied with the product, having understood the basic terms of the product before they purchased. This group is attracted by the investment component, which gives some a rare opportunity to invest, though surprisingly, none obtained a guaranteed minimum interest rate prior to purchase. Their suggestions for improving the product are related to providing a defined investment component to cater for school fees. This group is irritated that they have not yet received their policy certificates from GLICO, having been told that they would be delivered within a month.

· The Nervous Enquirers having purchased policies have many unanswered questions. Often they don’t have time or the opportunity to speak with the PIA as much as they would like (either because of shift patterns or work pressure) and consequently they buy the policy without knowing the full details, relying instead on the bank to screen out fraudulent or unhelpful insurance products. The Nervous Enquirers wish to cover extended family members, which isn’t possible under the current policy. School fees and ill health are considered greater risks and they are interested in means to mitigate these. This group is worried that the insurance company has not yet provided them with proof (in the form of a certificate) that they have purchased a policy.

· The Trusting Accepters are the least well-informed group who rarely understand the concept of insurance and who in some cases have bought the product to support superstitious beliefs, e.g. ‘the premium is a small price to pay for being alive’. Even a few months after purchase, this group know virtually nothing about the product they have just purchased. Some believe that it is underwritten by the bank rather than by an insurance company. The most common suggestion for improving the product is to relax the age limit so that older people can buy.

As one might expect, a ‘wait and see attitude’ prevails, which means that those that have purchased are keeping their expectations (and investment) fairly low and many that haven’t purchased want to see a claim paid within two weeks as promised before they become policyholders. Overall, despite the questions people had, the product is widely viewed as a positive development - provided that the insurance company proves itself to be true to its word. 

11. Sustainability of the Scheme

GLICO pays a 25% commission on insurance premiums.
 Commission is paid only on the 12,000 cedes insurance premium. There is no commission paid for the investment funds. The value of the commission on one of these policies is therefore 3,000 Cedes. Thus, the breakeven number of monthly premium payments (the number of paying policyholders each month) required is between 330 (for Agave) and 670 (for Citi Savings and Loan) dependent on the wages paid for the PIA. The average break even number of policyholders required, for the most basic calculation of breakeven – covering the direct cost of the PIA - is about 500. In terms of breakeven, the best institution, Agave, is still not even half way there. Extrapolating from the four month pace of growth experienced by the agent MFIs in selling Anidaso thus far, it will take Agave nine months to break even, the others more than a year, and Women’s World Banking almost six years. As the product stands now being offered in this manner by the MFIs, Anidaso is not sustainable for them unless there is a significant upward shift in pace of policies sold. 

The pricing of the product was done based on actuarial data to address the risk premium and operational data to allocate the operations costs for GLICO. The MFIs did no costing to understand what their commission should be based on projections. Clearly, GLICO did not expect the level of costs they have incurred. This has been mitigated, though not nearly eliminated by a subsidy from the project. Recognising this, they applied for and received a grant from the FDCF to assist them with rollout of the product. The expectation of sustainability after the initial costs are addressed through donor funds, remains realistic, though at this point critical questions about the ultimate delivery mechanisms are yet to be answered and will have an impact on sustainability.

The subsidy CARE provided for the PIAs was intended to provide time for the PIAs to generate enough policyholders so that when the subsidy was removed, there would have been sufficient growth to cover the PIAs wages. It seemed that the rural bank management did not understand this rationale, and thus used the money basically as an operational subsidy, leaving them in a position where they will basically subsidise sales activities for GLICO out of their earning stream, especially if they continue (begin?) allocating a full time PIA. This cost to the MFIs coupled with a breakeven after at least a year may make this program vulnerable for some of the MFIs. Those that are committed will see this as an investment and get their staff to push the product. Those who are not are better identified now and stopped from taking additional applications. 

For GLICO too, the pace is too slow to cover the cost of their inputs. A limited amount of their expenses were covered by CARE, but on-going costs are significant, especially if GLICO continues to input the applications for the MFIs, and continues to offer trainings that result in limited benefits.

An important component of sustainability for an insurance company is the relationship between premiums paid and claims made against them. Thus far, no claims have been submitted so there is no way to assess the potential beyond the data that was used for the actuarial studies. It will be important to track these losses and the characteristics of claims in order to understand more accurately the mortality of this particular market segment. 

Another important factor of sustainability will be related to the long-term investment funds that clients are investing with GLICO. There have already been discussions with MFIs who are concerned that this product will draw from MFI liabilities, and GLICO has so far retained those funds at the MFIs for little or no interest. Without much return clients will eventually move from this product, even though they appear disinterested now, unless GLICO provides a real return at a rate that is transparent. However, for GLICO to be able to make this product profitable, and thus be able to provide real returns, they will need an efficient mechanism to aggregate these funds for investment. This issue has yet to be addressed.

Other important components of sustainability include the level of lapsed policies (those where the client stops paying the premium) and the renewals (those that choose to purchase the insurance for another period). It is still too soon to assess these issues since there have been no lapses yet, and there have been no opportunities to renew the policies. These will be critical to track.

GLICO has obtained additional funding to continue the rollout directly between themselves and current and new MFIs. This funding should be sufficient to help them get to the very large volume of Anidaso clients that is projected to provide significant earnings that will result in financial sustainability for the product.
  

The concern at this point will be getting the MFIs up to and beyond the breakeven point and in the process work out the issues that are hindering sales growth. This effort is really best made directly by GLICO now so that they can also develop a strong direct relationship with the MFIs.

As always, sustainability is related to efficiency. GLICO will need to carefully assess the efficiency of different options that have been discussed here. There is little doubt that Anidaso will be a sustainable product. However, the specifics of the mechanisms for the distribution channels remain somewhat questionable. The next few months will be critical in understanding how this will unfold. The key indicators to watch will be related to growth and how that trend adjusts when there are no longer subsidies to pay for PIAs, and when the project management is phasing out from CARE and to GLICO.

The phasing out of CARE is a natural and appropriate transitional stage. The potential value added from CARE continuing in this role much past the grant termination point is limited, and the cost relatively high both in terms of direct costs, and the cost of inefficiencies related to working through an intermediary. Technically, though the costs might be borne by a donor, the costs of such an intermediary, if actually necessary, should be built into the premium for the product in order to plan for sustainability. This would increase the product cost and eliminate access to more of the market because of the price. If such an intermediary is deemed necessary, it may be more appropriate that GLICO assign a staff person for a substantial part of their time to work exclusively with their agency partners. This is understood to be happening with someone from marketing. This person should have a solid insurance background, and strong experience working with the non-profit sector.

Both parties, GLICO and the MFIs, have noted concern about the departure of CARE as the project management for Anidaso. The concerns centre on communication issues as well as trust on the part of the MFIs to GLICO. The period between now and the end of the Micro-INSURANCE project should be used to carefully and diligently create mechanisms for improved communications. Some suggestions on critical activities for this period are outlined in the next section.

12. Issues/problems to be addressed before project completion

i) Response to disappointing sales

· The target group and marketing tactics need to be more clearly defined. GLICO should encourage agents to focus their attention on the informal sector and to present the product to groups rather than individuals. One bottleneck remains the time it takes to complete application forms and input them on the computer. GLICO needs to think of ways to make this process more efficient, possibly by the use of technology.

· PIAs need to improve their knowledge and explanation of the product and also their sales skills. This can be addressed in two ways. First by seconding experienced GLICO agents to the MFI for up to one month to sell the product and pick up the commission that would ordinarily go to the bank. The PIAs should shadow the agents and learn how they operate. This should happen with every new agent. Second by developing marketing materials e.g. flipcharts with pictures, which the PIAs must use when prospecting for business. This will help in the marketing and will also aid in keeping the message consistent and accurate.

· PIAs and their management need to be motivated by financial incentives. The salary subsidy from CARE to the MFIs should not be reinstated, as this does not encourage management to invest human resources in the sale of the product. Instead, the bank should rely wholly upon commission from GLICO. GLICO’s experienced agents will be important in demonstrating that it is possible to make a profit under this arrangement. MFIs should pay PIAs a very basic wage and make them rely on sales to improve, and anyone else on their staff who sells Anidaso policies should benefit from a commission program.

· Review marketing effectiveness to determine which marketing tools are eliciting the most significant responses, and then focus on them to make marketing more effective and more efficient.

ii) Marketing planning

· The marketing plan should be guiding the sales and marketing team with far greater clarity than it is at present. As a matter of priority, the draft marketing plan written for the pilot test needs to be developed into a cohesive, logical document, based on a conventional structure such as SOSTAC (Situation analysis, Objectives, Strategy, Tactics, Action and Control) 

· Situation Analysis needs to include a more comprehensive and in-depth analysis of the internal and external environment, including GLICO’s competitive advantage.

· Marketing and communications objectives need to be created that are specific, measurable, achievable, realistic, and time-bound.  

· The overall marketing strategy needs to be more clearly defined e.g. low cost, high volume, attracting new users.

· Shorter term tactics should also be developed that stimulate the inexperienced market and contribute to a long-term trusting relationship.

· Project management and daily activities should be defined.

· Measuring, monitoring, reviewing and modifying should be an integral part of the plan. 

iii) Marketing mix

· Greater attention needs to be paid to achieving balance in the marketing mix. GLICO has priced the policy extremely low and therefore must achieve high levels of efficiency and economies of scale. At present, the rest of the mix does not support this low cost, no-frills product. For example, the inexperienced agents are copying the tactics of other life insurance companies when they promote the product to salaried people. On occasion they explain about the product to an individual, which is incompatible with a product running on such low margins.

· The product must also be targeted first at the low-income people living and working close to the branches – for whom it was originally designed. Selling closer to the branch should help to generate a critical mass locally that, if satisfied, will help to sell the product to others.  

· To address the problem of post-purchase dissonance, the sales process should include a formalised group meeting with those who have purchased policies, to answer any additional questions that they may have thought of.

· Promotion should include greater emphasis on structured education about the product. Advertising should be used more creatively than the competition to differentiate this product from the wide range that are already on the market e.g. through more hard hitting adverts where risk is the focus of the advert rather than security.

iv) Relationship management

· A solid relationship between GLICO and the MFIs has not yet been forged. Communications must be improved between GLICO and these agents. During the remainder of the project, any communications from project management to MFIs should be directly with GLICO staff. No communications should go to MFIs (on paper, by email, in person) on this project without GLICO presence, and implicit approval, and wherever possible GLICO should convey any messages themselves with project management support.

· It will be important for MFIs to build trust in GLICO without falling back to CARE. When there is a death and the demonstration effect kicks in, this will help with the MFIs (as long as the claims process is efficient). It may help for the program manager to work from the GLICO offices until the end of the project as another way that MFIs will feel a smooth transition and so that communications can more easily be made jointly.

· The advisory committee should shift from CARE and meeting at CARE offices to the National Insurance Commission who should take over the committee. At least one meeting should be held there before the end of the project, again to make the transition transparent to all parties. The NIC is the appropriate place for the committee because of the nature of the project, their overriding objective to protect the consumer in insurance related issues, and their stated objective to expand services to the low income market across the range of insurers. The committee should not move to the Bank of Ghana, the APEX Bank, or the representatives of different subgroups (GAMFIN, Association of Rural Banks, the Association of Insurers, or others). This is important because the head of the committee must be seen as concerned with the whole project, and not just the piece they represent.

· Test all financial flows with complete reconciliations from source to use of all funds related to Anidaso. 

· Develop an investment plan for the long-term funds and clarify the return on these funds.

· Prepare to start testing a non-subsidised program with one or two other MFIs, to better understand how this lack of subsidies will influence the effort to grow. These organisations should be self-selected based on their own demand for the product.

· Assess the relationships with current MFI agents after three months of no subsidies. Those that are not actively and successfully growing should receive reduced attention as GLICO focuses on those who are serious about the product.

· Test the capacity building approach of using a GLICO salesperson to mentor one or several PIAs over a period of up to one month. Closely monitor PIA production during and after this exercise.

13. Challenges, strategies and lessons learned for future replication

The main challenges in the short to medium term are detailed in the table below.

Table 9-1 Challenges and strategies

	Challenge
	Strategy

	Scale up
	Attract low-income target group. Emphasise the importance of scale to PIAs through the commission paid and the marketing tactics encouraged.

	Maintain a low cost base
	Pay attention to cost in every aspect of the marketing mix, ensuring that there is balance across the 7Ps.

	Improve PIA capacity
	Use experienced GLICO agents to mentor. Develop marketing tools to standardise the information provided. Introduce a commission system.

	Broaden the appeal of the product
	Introduce additional riders or even an additional linked product, which might include coverage for older people and also accidents.

	Develop the brand - Improve reputation for reliability and trustworthiness
	Use the marketing mix framework to ensure that every opportunity is taken to reinforce these characteristics in the minds of the target group.

	Transition CARE from the intermediary role
	All communications to MFIs should now be from GLICO or joint. Program manager might relocate to GLICO for the rest of the project to show the solidarity. No additional subsidies should be provided any MFIs from the project. CARE should actively promote a direct relationship between GLICO and the MFIs.

	Work to develop smooth back office operations 
	Test cash flow processes. Develop an investment plan and policy for use with the long-term funds. Develop reconciliation routines to ensure financial compliance on all levels of this product’s operations. Conduct an audit of the processes and systems. 


Lessons Learned

Product Development:

· Following a full product development process can help to ensure that the product is in demand and offered with components that are compatible with the market. It significantly reduces the chance of a failed product.

· Qualitative and quantitative research of the demand and supply sides of the insurance market as part of the product development process helps to identify key insurable risks and unsatisfied wants and needs. It also helps to identify the most attractive product terms and conditions, and related premiums.

· Even for the pilot test, it is important that a detailed draft marketing plan is created so that marketing strategies and tactics can be tested and refined. PIAs need to be made aware of the marketing concept and have firm marketing guidelines that they are expected to follow. 

· Before the pilot test, there should be clear objectives and projections that can be, and are, used to monitor product performance during the test.

· Do not skip informal mechanisms when researching what risk management tools are available on the market. These are often heavily utilised and can provide insights to product development. The product in development should be seen as complementary, and not as a replacement since these informal activities often have social and cultural significance that goes far beyond basic insurance.

Marketing:

· The danger of inexperienced PIAs mis-selling is very real and PIAs can also fail to develop the ability to close a sale. Those without previous experience of selling insurance, and especially those used to working as salaried staff in MFIs, need additional practical support with sales and marketing. The insurance company also needs to test the product knowledge of the PIA before they are allowed to sell the product.

· Insurance sells best when agents are paid on a commission basis. Banks and PIAs should not be given salaries – even during the pilot.

· The insurance company needs to understand the target group well, so they must monitor the initial reaction to the product and subsequent satisfaction.

Relationship processes:

· Selection of an insurer partner to offer microinsurance products is a critical decision and can be effectively managed through a tendering process that creates competition in the market for the benefit of the low-income consumer.

· When an intermediary is developing a program where they must select the insurer(s) and the MFI(s), they should always select the insurer first since they will know better the characteristics of a successful agent, and should have an obvious hand in the selection of the agent partners to assist in relationship building as the project moves forward. 
· The number of partners in the test should be limited while the parties and especially the insurer understands the cultural issues of these relationships better. Having too many partners at the start can lead to relationship difficulties. 
· If the project is expected to include several MFIs, an insurer, and other parties, an advisory committee composed of top people from representative organisations and regulatory bodies (where possible and practical) can be extremely helpful in navigating the process of product development with these parties.
· A stakeholders’ workshop where the research is presented and the project is outlined including objectives and processes, with an opportunity for the stakeholders to comment can be extremely valuable in generating early support, and understanding of what the project is doing.

Intermediary issues:

· Intermediary staff (such as the Micro-INSURANCE project management) must have both a solid understanding of insurance principles and procedures, as well as a strong background in microfinance operations and markets since they will need to bring these to cultures together to form an effective process. Additionally, they need to gain credibility with both sides, and this is difficult if they do not understand the operations of the two partners.

· Any party receiving funding should be accountable for satisfying their commitments or face effective sanctions (like having the funding cut off). For microinsurance projects, any subsidies to partners should be directly productivity based wherever possible, and always with sales. All subsidies to salespeople MUST be directly based on productivity. Without this, the business culture is damaged, and incentives are lost.

· Monitoring alone is not good enough. There must be effective resulting actions to maintain behaviour within accepted parameters. 

· The requirements for the program manager of an intermediary, as in this project, include a strong understanding of insurance principles and processes, experience with microfinance operations and microfinance clients, training skills, marketing savvy, a clear vision of the new product development process, and the ability to work with and guide partners that come from significantly different backgrounds and motivations.
· Follow a controlled and locally appropriate process for addressing issues with government agencies. These must be dealt with carefully because a misstep with them can terminate the project. It may be best to embark on an effort to educate the key people in these agencies where possible before approaching them for any special clearance requests.

· People Interviewed During November 2003 Visit

TUESDAY 18TH NOVEMBER

GLICO

Stephen Enchill (Finance and Administration)

NAME? (Internal Controls Manager)

Edward Forkuo Kyei (Corporate Planning and Insurance Operations)

Andrew Addiah-Nickson Jr (Management Information Systems)

K. Achampong-Kyei (CEO)

Womens World Banking (individual interviews)

Theresa Twumi-Barimah, PIA at WWB

Hasana Ankrah, Policyholder at WWB

Richmond Dan Appiah, Policyholder at WWB

Christy Asantewaa, non-policyholder living near WWB

WEDNSEDAY 19TH NOVEMBER

Agave Rural Bank

FGD 1: Policyholders

Raphael Amedegbe (Tailor)

Magaret Agbeyega (Dressmaker)

Ben Kpelly (Electrician)

Akpexe Afeti (Labourer)

Gladys Sandor (Teacher/ Seamstress)

Ben Nenyewode (Bicycle Repairer and Trainee Pastor)

FGD 2: Non-policyholders

Aku Christiana (Teacher)

Abigail Ackah (Bread Seller)

Rejoice Mogita (Oyster Seller)

Celestina Badgbor (Orange Seller)

Ernestena Cudgoe (Banana Seller)

FGD 3: Policyholders

Emmanuel Hope Dogbey (Electrician)

Godwin Neuaduke (School Bursar)

Ben Kingsley Kakah (Teacher)

(Wisdom Yaw Vinyo (Teacher) joined close to the end of the discussion)

THURSDAY 20TH NOVEMBER

Kakum Rural Bank

FGD1:  Non-policyholders in Women’s Group

Martha Rhule (Dressmaker, trader and batik maker)

Theresa Mensah (Trader)

Rebecca Masoperh (Trader)

Dorcas Yandoh (Trader)

Maame Nyemba (Trader)

Clara Andoh (Dressmaker and Trader)

Elizabeth Owusu (Trader)

Nana Araba Ackon (Trader)

Alice Coudjo (Trader)

Ama Komfo (Trader)

Efua Bodomaba (Trader)

Nana Adjoa Owusua (Trader)

Adjoa Nana (Trader)

Maame Araba Kweba (Trader)

Nana Nyenba (Trader)

Efua Amissah (Trader)

Ama Leba (Trader)

Ewuraba Menyawoana (Trader)

Mary Awotwe (trader)

Josephine Baidoo (Trader)

Ama Komfo (Trader)

FGD 2: University of Cape Coast policyholders

Abulai Saiba (Health Inspector)

Thomas Hutton (Tewu Secretary)

Juanais K. Essamin (Headporter)

Joseph Anyiwadu (Sanitary Lab.)

Nii Boye Quarty (Ment. Sctn. Lab.)

John Amponsah (Sanitary Lab.)

James Nuamah (Sanitary Lab.)

Peter Aboadme (Health Inspector)

Sylvester Kodjoe (Atlantic Hall)

Cletus Yirdem (Atlantic Hall)

Peter U. Arkim (Audit Section)

Ulysses Kwaku Hubueke (Audit Section)

Baya Tonga (Sanitary)

Justice Quainoro (Sanitary)

Benjamin Ackon (Bestein)

Michael Bonze (Gruwsue)

Christopher Nyeme (Casford Hall)

Dominic Johnson (Casford Hall)

FGD 3: Policyholders at Ameen Sanguri Soap Factory

Edward A. Dotturi

Eugene Ayeshu

John Insaieboo

John Appreh

Alfred Assam

Samuel Hamford

Napoleon 

Amos Ebernezer

Christina Ewusie

Isaac 

The objective of the project appears not only relevant, but long past due.
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MFIs have been unable to respond to insurance demand from customers because of limitations to their own capacity





The insurance commission has shown itself as a champion of insurance products for the low-income market.





Anidaso has terms, conditions, and price that are market relevant. The product development process has helped achieve this.





The draft marketing plan must to be developed into a substantial document.





We should not be aiming to replace local informal mechanisms, but to create additional complementary risk management products





Do not skip the informal sector when researching available risk management products.





Follow a controlled and locally specific process for addressing issues with government agencies.





Based on the success of this one, such a stakeholder’s workshop is recommended for any large-scale microinsurance project.





When MFIs wanted to participate in this program, but had no computers, their boards came up with the money to participate.





The insurer should have been selected first and then been involved in the selection of the agent partners.





All insurance sales agents should be incentivised with a commission.





Some current PIAs need to be removed.





The tender process worked extremely well in selecting an insurer.





Educate regulators before requesting clearances





Develop key criteria for the skills required by insurance agents.





With a skewed incentive structure and virtually no accountability, training was not effectively utilised.





Without proper monitoring tools, holding institutions accountable can be difficult.





In a natural transition, the insurer took control of the process.





Monitoring and accountability are critical to performance.





Such projects should limit the number of partners in the test until both institutional types can be clear on their roles and the relationships can be better understood.





Confirm through full reconciliation that controls and financial flows are working correctly.





Emplace a GLICO agent in MFIs for up to one month as a mentor to improve sales.





GLICO should initially work directly with two to three new MFIs to fine tune a process for direct relationship management, using productivity measures, formal incentives, and accountability.





Straight-line growth projections are not rational for microinsurance products.





Four months is too little time to expect smooth operations given the number of operational challenges with some many partners.





All PIAs appear to have problems with closing sales.





Anidaso is widely viewed as a positive development - provided GLICO proves itself to be true to its word.





Anidaso is not sustainable for the MFIs unless there is a significant upward shift in the pace of policies sold.





PIAs should only be paid a minimal salary, with a direct productivity related commission. Without this, they have no incentive to sell.





Sustainability is directly related to efficiency.





The phasing out of CARE is a natural and appropriate transitional stage for this type of intermediary.








� Though we have a mix of rural banks and MFIs, for simplicity sake and because rural banks are also technically microfinance institutions, we refer in this paper to the all of them as MFIs.


� US$1 = Cedes 8,700


� We use a simple definition of relevance loosely based on the OECD definition “whether or not the characteristics of the product are in keeping with the priorities and needs of the target group”. For market relevance we consider “whether or not the product is beating the competition in the market, by meeting the needs of the target group more effectively than competitors' products.”


� Professional Factfinders represent a large proportion of policyholders. Their needs, behaviour, and expectations are very different to the other market groups. They tend to have more disposable income and because of their education and experience of financial services, they are easier to sell insurance to than the other groups.


� 


� A possible mitigating circumstance on the hardware requests is that at least one of the computer systems was purchased directly from GLICO or a GLICO manager. In this case, the rural bank is expecting to vendor to fix its hardware problems. In the future, it would be best if GLICO not involve itself in the sales of computer hardware for Anidaso. Providing a list of sources for obtaining computers and requiring compliance with required system specifications should be the extent to which GLICO involves itself with hardware.


� Tuition and logistics costs, NO sitting fees from GLICO. The MFIs should fund any transport and extra allowances for their attending staff.


� This calculation only considers the subsidy cost and not other direct or indirect costs, nor does it consider commission income.


� Originally GLICO had agreed to pay 30%, but the National Insurance Commission reduced that to 20% during the product approval process. This caused problems as the advisory committee was reluctant to accept a reduction and GLICO ultimately agreed to a commission of 25%. The MFIs had already been informed of the 30% commission and were also unhappy with the change.


� GLICO as an institution is already strong and this product will only enhance its institutional sustainability. 
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Expenditure CARE

		

				Expenditures based on Reports submitted to EDIF

				October 1, 2001 through September 30, 2003

						Actual expenditures Oct-01 to Sep-03		Actual expenditure Jul-03 to Sep-03		Actual expenditure Apr-03 to Jun-03		Actual expenditure Jan-03 to Mar-03		Actual expenditure Oct-02 to Dec-02		Actual expenditure Jul-02 to Sep-02		Actual expenditure Apr-02 to Jun-02		Actual expenditure Jan-02 to Mar-02		Actual expenditure Oct-01 to Dec-01		Actual expenditure Jul-01 to Sep-01

				UK Staff and consultants		8,228		(3,129)		3,799										7,558

				Local Staff		87,026		10,062		14,024		9,071		9,071		9,071		9,071		15,309		11,347

				Travel and subsistance		2,501		(123)		305		18		604		3		900		731		63

				Equipment		2,359		256		- 0		12		48		160		(373)		2,234		22

				Other Costs		15,558		783		1,112		1,921		2,029		2,691		2,397		3,733		892

				Training and dissemination		25,871		82		6,819		5,598		4,825		3,697		2,001		2,849		- 0

				Totals		141,543		7,931		26,059		16,620		16,577		15,622		13,996		32,414		12,324		- 0
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Timeline

		

						Grant request approved by DFID / EDIF				CARE Program Manager Commences				Literature Review; Advertisements for stakeholders workshop; Advisory Committee Formed				Insurance Sector Study, Demand Study, and Stakeholders Workshop						Informal Funeral insurer study; meeting with insurers to design insurance survey; formal insurance products survey				Quantitative Research on Prototype		MFI Board and Manager's Training on Basic Insurance (42); workshop for 8 insurers		Tender Offer for Insurers Announced, Marketing training for MFIs (80 people)		Insurance Company Selection based on assessment matrix		Rural Bank / MFI selection based on matrix; "No objection" letter received from BOG						On Site training of Rural Banks, submission of product application to NIC		On Site training of Rural Banks, Insurance Commission waiver of agency relationships		Qualitative research on marketing material, product application submitted to NIC,  Amended product application submitted to NIC		Product approval granted by NIC, GLICO begins attending advisory committee meetings		Retraining at Rural banks		Commence Pilot test						Official Launch of Anidaso		End of Project Review, final RB staff subsidies

				Jul-01		Aug-01		Sep-01		Oct-01		Nov-01		Dec-01		Jan-02		Feb-02		Mar-02		Apr-02		May-02		Jun-02		Jul-02		Aug-02		Sep-02		Oct-02		Nov-02		Dec-02		Jan-03		Feb-03		Mar-03		Apr-03		May-03		Jun-03		Jul-03		Aug-03		Sep-03		Oct-03		Nov-03		Dec-03

		Advisory Comm. Meets														1		2,3		4		5		6								7		8				9										10												11

		Consultant visit																1																2						3																				4





PIA performance

				Start date		Launch dates		Subsidy for PIA (Million)		No. PIAs		Cost per client (Act)		Avg policies / mo / PIA		Total 6 months		Projected Monthly		Weekly		Daily		Actual % achieved		Projected total		Actual Cum. Total

		Citi Savings and Loan		Oct-03				2.00		1		76,923.08		26.00		720		120		30		6		21.7%		120		26				Jul-03		Aug-03		Sep-03		Oct-03		Nov-03		Dec-03		Jan-04		Feb-04		Mar-04		Apr-04		May-04		Jun-04

		Kakum Rural Bank		Jul-03		9-Oct-03		1.30		1		33,333.33		39.00		720		120		30		6		32.5%		480		156										26

		Odotobri Rural Bank		Jul-03		21-Oct-03		1.30		1		50,000.00		26.00		540		90		23		5		28.9%		360		104				20		76		42		18

		Womens World Banking		Jul-03		15-Oct-03		3.74		2		237,460.32		7.88		1,440		240		60		12		6.6%		960		63				50		16		24		14

		Upper Manya Kro Rural Bank				22-Oct-03		1.10		1						720		120		30		6				- 0		- 0				5		9		10		39

		Akuapem Rural Bank		Jul-03		17-Oct-03		1.60		1		53,333.33		30.00		540		90		23		5		33.3%		360		120

		Agave Rural Bank		Jul-03		24-Oct-03		1.00		1		25,157.23		39.75		360		60		15		3		66.3%		240		159				6		9		77		28

								12.04		8.00		76,687.90		19.63		5,040		840		210		42		24.9%		2,520		628				32		30		48		49

																																113		140		201		174

						CUMULATIVE TOTALS BY MONTH

				Jul-03		Aug-03		Sep-03		Oct-03		Nov-03		Dec-03		Jan-04		Feb-04		Mar-04		Apr-04		May-04		Jun-04

		Citi Savings and Loan		0		0		0		26		26		26		26		26		26		26		26		26

		Kakum Rural Bank		20		96		138		156		156		156		156		156		156		156		156		156

		Odotobri Rural Bank		50		66		90		104		104		104		104		104		104		104		104		104

		Womens World Banking		5		14		24		63		63		63		63		63		63		63		63		63

		Upper Manya Kro Rural Bank		0		0		0		0		0		0		0		0		0		0		0		0

		Akuapem Rural Bank		6		15		92		120		120		120		120		120		120		120		120		120

		Agave Rural Bank		32		62		110		159		159		159		159		159		159		159		159		159

				113		253		454		628		628		628		628		628		628		628		628		628

																																																																Citi Savings and Loan		Kakum Rural Bank		Odotobri Rural Bank		Womens World Banking		Upper Manya Kro Rural Bank		Akuapem Rural Bank		Agave Rural Bank

																																																														Actual July 2003		0		20		50		5		0		6		32

																																																														Forecast July 2003		120		120		90		240		120		90		60

																																																														Actual August 2003		0		76		16		9		0		9		30

																																																														Forecast August 2003		120		120		90		240		120		90		60

																																																														Actual September 2003		0		42		24		10		0		77		48

																																																														Forecast September 2003		120		120		90		240		120		90		60

																																																														Actual October 2003		26		18		14		39		0		28		49

																																																														Forecast October 2003		120		120		90		240		120		90		60

																																																																Citi Savings and Loan		Kakum Rural Bank		Odotobri Rural Bank		Womens World Banking		Upper Manya Kro Rural Bank		Akuapem Rural Bank		Agave Rural Bank

																																																														Actual sales		26		156		104		63		0		120		159

																																																														Forecast sales		120		480		360		960		0		360		240
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Actual sales

Forecast sales

Financial Institution

No. policies sold

Comparison of actual and forecast sales by institution between July and August 2003



Cumulative growth

		CARE GOG

		Selected Information From "Monthly Reporting by MFIs"

												Sep-03		Oct-03		Oct-03		Oct-03		Oct-03

										Total		Kakum		Agave		Akuapem		WWB		Odotobri

		Total number of policyholders (cum)								584		138		159		120		63		104

		Number Women policyholders								180		17		33		73		42		15

		Number Men Policyholders								404		121		126		47		21		89

		Number of existing clients (eom)								119,452		27,237		8,109		26,315		40,005		17,786

		Number Life only (cum)								7		6		1		- 0		- 0		- 0

		Number Life and Investment (cum)								578		132		159		120		63		104

		Cum Premiums Received (cum. & millions)								23.354		3.884		5.741		3.169		3.921		6.639

		% Women								31%		12%		21%		61%		67%		14%

		Commission due						0.2		4.67		0.78		1.15		0.63		0.78		1.33

		Commission due $								537		89		132		73		90		153

		% Anidaso to total clients								0.49%		0.51%		1.96%		0.46%		0.16%		0.58%
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Expenditure CARE

		

				Expenditures based on Reports submitted to EDIF

				October 1, 2001 through September 30, 2003

						Actual expenditures Oct-01 to Sep-03		Actual expenditure Jul-03 to Sep-03		Actual expenditure Apr-03 to Jun-03		Actual expenditure Jan-03 to Mar-03		Actual expenditure Oct-02 to Dec-02		Actual expenditure Jul-02 to Sep-02		Actual expenditure Apr-02 to Jun-02		Actual expenditure Jan-02 to Mar-02		Actual expenditure Oct-01 to Dec-01		Actual expenditure Jul-01 to Sep-01

				UK Staff and consultants		8,228		(3,129)		3,799										7,558

				Local Staff		87,026		10,062		14,024		9,071		9,071		9,071		9,071		15,309		11,347

				Travel and subsistance		2,501		(123)		305		18		604		3		900		731		63

				Equipment		2,359		256		- 0		12		48		160		(373)		2,234		22

				Other Costs		15,558		783		1,112		1,921		2,029		2,691		2,397		3,733		892

				Training and dissemination		25,871		82		6,819		5,598		4,825		3,697		2,001		2,849		- 0

				Totals		141,543		7,931		26,059		16,620		16,577		15,622		13,996		32,414		12,324		- 0





growth extrapolation
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Cumulative growth graph

		





Cumulative growth graph
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Timeline

		

						Grant request approved by DFID / EDIF				CARE Program Manager Commences				Literature Review; Advertisements for stakeholders workshop; Advisory Committee Formed				Insurance Sector Study, Demand Study, and Stakeholders Workshop						Informal Funeral insurer study; meeting with insurers to design insurance survey; formal insurance products survey				Quantitative Research on Prototype		MFI Board and Manager's Training on Basic Insurance (42); workshop for 8 insurers		Tender Offer for Insurers Announced, Marketing training for MFIs (80 people)		Insurance Company Selection based on assessment matrix		Rural Bank / MFI selection based on matrix; "No objection" letter received from BOG						On Site training of Rural Banks, submission of product application to NIC		On Site training of Rural Banks, Insurance Commission waiver of agency relationships		Qualitative research on marketing material, product application submitted to NIC,  Amended product application submitted to NIC		Product approval granted by NIC, GLICO begins attending advisory committee meetings		Retraining at Rural banks		Commence Pilot test						Official Launch of Anidaso		End of Project Review, final RB staff subsidies

				Jul-01		Aug-01		Sep-01		Oct-01		Nov-01		Dec-01		Jan-02		Feb-02		Mar-02		Apr-02		May-02		Jun-02		Jul-02		Aug-02		Sep-02		Oct-02		Nov-02		Dec-02		Jan-03		Feb-03		Mar-03		Apr-03		May-03		Jun-03		Jul-03		Aug-03		Sep-03		Oct-03		Nov-03		Dec-03

		Advisory Comm. Meets														1		2,3		4		5		6								7		8				9										10												11

		Consultant visit																1																2						3																				4





PIA performance

				Start date		Launch dates		Subsidy for PIA (Million)		No. PIAs		Cost per client (Act)		Avg policies / mo / PIA		Total 6 months		Projected Monthly		Weekly		Daily		Actual % achieved		Projected total		Actual Cum. Total

		Citi Savings and Loan		Oct-03				2.00		1		76,923.08		26.00		720		120		30		6		21.7%		120		26				Jul-03		Aug-03		Sep-03		Oct-03		Nov-03		Dec-03		Jan-04		Feb-04		Mar-04		Apr-04		May-04		Jun-04

		Kakum Rural Bank		Jul-03		9-Oct-03		1.30		1		33,333.33		39.00		720		120		30		6		32.5%		480		156										26

		Odotobri Rural Bank		Jul-03		21-Oct-03		1.30		1		50,000.00		26.00		540		90		23		5		28.9%		360		104				20		76		42		18

		Womens World Banking		Jul-03		15-Oct-03		3.74		2		237,460.32		7.88		1,440		240		60		12		6.6%		960		63				50		16		24		14

		Upper Manya Kro Rural Bank				22-Oct-03		1.10		1						720		120		30		6				- 0		- 0				5		9		10		39

		Akuapem Rural Bank		Jul-03		17-Oct-03		1.60		1		53,333.33		30.00		540		90		23		5		33.3%		360		120

		Agave Rural Bank		Jul-03		24-Oct-03		1.00		1		25,157.23		39.75		360		60		15		3		66.3%		240		159				6		9		77		28

								12.04		8.00		76,687.90		19.63		5,040		840		210		42		24.9%		2,520		628				32		30		48		49

																																113		140		201		174

						CUMULATIVE TOTALS BY MONTH

				Jul-03		Aug-03		Sep-03		Oct-03		Nov-03		Dec-03		Jan-04		Feb-04		Mar-04		Apr-04		May-04		Jun-04

		Citi Savings and Loan		0		0		0		26		26		26		26		26		26		26		26		26

		Kakum Rural Bank		20		96		138		156		156		156		156		156		156		156		156		156

		Odotobri Rural Bank		50		66		90		104		104		104		104		104		104		104		104		104

		Womens World Banking		5		14		24		63		63		63		63		63		63		63		63		63

		Upper Manya Kro Rural Bank		0		0		0		0		0		0		0		0		0		0		0		0

		Akuapem Rural Bank		6		15		92		120		120		120		120		120		120		120		120		120

		Agave Rural Bank		32		62		110		159		159		159		159		159		159		159		159		159

				113		253		454		628		628		628		628		628		628		628		628		628

																																																																Citi Savings and Loan		Kakum Rural Bank		Odotobri Rural Bank		Womens World Banking		Upper Manya Kro Rural Bank		Akuapem Rural Bank		Agave Rural Bank

																																																														Actual July 2003		0		20		50		5		0		6		32

																																																														Forecast July 2003		120		120		90		240		120		90		60

																																																														Actual August 2003		0		76		16		9		0		9		30

																																																														Forecast August 2003		120		120		90		240		120		90		60

																																																														Actual September 2003		0		42		24		10		0		77		48

																																																														Forecast September 2003		120		120		90		240		120		90		60

																																																														Actual October 2003		26		18		14		39		0		28		49

																																																														Forecast October 2003		120		120		90		240		120		90		60

																																																																Citi Savings and Loan		Kakum Rural Bank		Odotobri Rural Bank		Womens World Banking		Upper Manya Kro Rural Bank		Akuapem Rural Bank		Agave Rural Bank

																																																														Actual sales		26		156		104		63		0		120		159

																																																														Forecast sales		120		480		360		960		0		360		240
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Actual sales

Forecast sales
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Comparison of actual and forecast sales by institution between July and August 2003



Cumulative growth

		CARE GOG

		Selected Information From "Monthly Reporting by MFIs"

												Sep-03		Oct-03		Oct-03		Oct-03		Oct-03

										Total		Kakum		Agave		Akuapem		WWB		Odotobri

		Total number of policyholders (cum)								584		138		159		120		63		104

		Number Women policyholders								180		17		33		73		42		15

		Number Men Policyholders								404		121		126		47		21		89

		Number of existing clients (eom)								119,452		27,237		8,109		26,315		40,005		17,786

		Number Life only (cum)								7		6		1		- 0		- 0		- 0

		Number Life and Investment (cum)								578		132		159		120		63		104

		Cum Premiums Received (cum. & millions)								23.354		3.884		5.741		3.169		3.921		6.639

		% Women								31%		12%		21%		61%		67%		14%

		Commission due						0.2		4.67		0.78		1.15		0.63		0.78		1.33

		Commission due $								537		89		132		73		90		153

		% Anidaso to total clients								0.49%		0.51%		1.96%		0.46%		0.16%		0.58%
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